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SUMMARY

Purpose of Study

In an attempt to formulate hypotheses and administrative guidelines
for voluntary consortia in higher education, the author devised a
heuristic framework through which behavioral patterns of consortia
member organizations and their representatives could be ascertained.

The study is based on the assumptions that individuals' perceptions
of the significance of present or potential benefits accruing from in-
volvement and a latent role orientation, internal versus external
loyalties, will provide hypotheses about interaction patterns in a con-
sortium context., Furthermore, the nature of the relationships will be
influenced by the following mediating variables: the "external sy;tem,"
such as the characteristics of the educational organizations; "felt needs,"
as those related to the representatives' positions in the colleges; and
"observed needs' from peer groups.

~The framework is based on bargaining and exchange theory.

Design ¥

The author engaged in non-participant observation in this exploratory
study of voluntary consortia, Two arrangements were studied for a total
of five months and thiree others were observed for a total of three weeks.
The case studies were based on a varilety of coasortia types: a college
center, bilaterals Between a Negro college and major university, and

between two colleges in the area of graduate education, a multilateral
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in the area of extension education, and an organization which began with

a consortium emphasis but developed into an industrial model.

Findings
A large number of hypotheses were formulated on the basis of the
exploratory field experience, Some seem, to the author, to be more

"powerful" than others. Accordingly, nine hypotheses are listed below

which, it is suggested, have major significance for the functioning of

inter-organizational relationships in higher education,

1. The more threatening the environment, the greater the impetus
for the threatened organizations to join in a consortium.

2. The nature of consortium involvement is dependent upon the
nature and significance of the benefits from such involvement.,

3, Colleges interacting in strength areas will increase the
probabilities of reciporcation and mutual respect within the
consortium context,

4. Interaction patterns are strongly related to the prestige
ratings of the member organizations and representatives ia a
consortium.

5. The thrust of the director (idealist, high task activity) is
related to the growth of a consortium,

€. Representatives on the boundaries of their respective organizations
are more likely than non-boundary personnel to have '"meaningful
interaction' in a consortium.

7. The reward funct.on will be less conflict-laden when the organizational
representatives have heterogeneous or complementary operational
goals, perspectives, expectations, or necds,

8. Problem-solving among organizational representatives is related to
the homogeneity of their goals, needs, purposes, or perspectives,

9. Problem-solving activity is more likely among representatives of
highly paradigmatic disciplines.



CHAPTER I
RATIONALE

Inter-ovganizational arrangements in higher education, which take
the form of state boards, regional compacts, and voluntary consortia,
have increased both in numbers and in scope over the past two decades
and all indications point to a further expansion in the years shead.
In this dissertation, the investigator examines voluntary consortia
within a framework whose heuristic properties are oriented towards the
understanding of organizational processes in an inter-institutional
setting: cooperation, conflict, decision-making, leadership, communi-
cation;_ innovation.

This is an exploratory study. Although there is a plethora of
articles on the topic of inter-insfitutional cooperation in higher
education, few attempt to give rounded pictures of consortia or make
the effort to understand the organizational dynamics on a theoretical
level. Most are "public relations" efforts. Thus, this dissertation
has a two-fold purpose: first, for the administrator, whether in
governuent or higher education, to be sensitized to the limitations and
potentialities of consortia due to organizational variables and to have
a guide for analyzing, evaluating, and develcping intér-collegiate
relationships. Secondly, to contribute to a yet small but slowly
groving literature in the field of inter-organizational behavior.

Before treating the theoretical framework in some depth, the

1




investigator will examine some aspectsz of inter-institutlonal arrange-
ments: why they evolved and descriptions of the different types, with

emphasis on voluntary consortia. Ways in which consortia have been

conceived, their characteristics, strengths, weaknesses, and administration,

will be discussed briefly.

Institutions of higher education, though similar in many respects
to other types of organizations, do have unique problems. According to
J. J. Corson, their goals lack clarity, the products and services are
intangible and are difficult tgtevaluate, the customers exercise limited
influence on the decision-make¥s, many faculty lack commitment to the
organization and have mul®tiple roles, and internal communication is
difficult.

Policy-making also suffers, The trustees, sayé Corson, have failed
to formulate educational policy, the president is ejected from central
concerns becauses of demands on his time, and the faculty are either not
consulted on impcrtant matters or exercise their vote to preserve the
status quo.l "The gcademié issues that require a tota. institutional
perspective for their isolation and resolution tend to be held in a
perpetual state of abeyance."2 Waien there is innovation, it usually
results from outside pressures: from governments, fovundations, and

generous alumni, rather than from the organization's Initiative.

Colleges and wniversities also exist in the larger social system

1. J. J. Corson, "The University - A Contrast in Admlnlstratlve Process,"
Public Administration Review, 20:2-9.

2. Neal Gross, "Organizational Lag in American Universities,” Harvard
Fducational Review, 33:58-73.
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and are subject to environmental influenées and conditions as are all
organizations. Higher educational institutions are being asked to perform
moreland more central tasks for our society, to be more sophisticated in
what they do, for increased numbers of students, and without a commensurate
increase in financing or personnel.

There is, then, an increasing pressure from éociety and an inability
or a failure of higher educational institutions to. function optimally
with their traditional methods and th?ough the .present patterns of
organization. As a result, state and institutional. administrators,
foundationg, and educators are.calling for and instituting a "greater
rationalization in the total pattern of American higher education...in
opposition to independence, autonomy, and lack of system"” that until
racently has existed‘3 .

There are three main patterns being f'ollowed, each, of course having
many variations. vFirst,'staﬁe governments have instituted governing,
coordinating and governing-coordinating "superboards" to establish policy
with respect to public higher educational facilities. Tne boards usually
conceive a master plan and, according to their functions, become more or
less deeply involved with the actual administration of the colleges and
universities under their jurisdictions.

Second, groups of states have banded together int» regional. compacts
to encourage cooperative relations among the instituticns in the region,
to strengthen the bonds between state legislators and educational repre-

sentatives, and to meet the long-term educational needs of the geographical

3. T. R. McComnell, A General Pattern for American Public Higher
Education, MeGraw-Hill, New York, 1962, pp..2-3.




areas represented.. At present, three suéh organizations exist: in New
England, the South, and the West.

The third general pattern of inter-institutional arrangements
consists of voluntary cooperative programs known as consortia. As Ertell
has indicated, they "embrace the variety of arrangements, contracts,
understandings, agreements and other relationships which exist'between
two or more institutions...in such a way that the participants retain
their identities and individualities.""

There are more than one thousand formal voluntary arrangements
operational, and many go unrecbrded. These arrangements have been
classified by Raymond Moore according to their purpose (e.g. share
facilities, pool resources); structure (fraternal bilateral, federation
of bilaterals); kind or function (academic, administrative); interchange
(faculty, student); initiative (legislative pressure, voluntary); agree-
ment (charter, contract); and control (public, private).5 In spite of
the great diversity, however, there are some major characteristics that
apply to most: voluntary leadership, diversified membership, control
in the hands of a council or executive committee, finaacial support by
members with foundation aid, coordination of activities by an executive
director, and a constant search for information through surveys and dis-

. : 8
cussions or proposals,

4. Merton W. Ertell, Interinstitutional Cooperation in Higher Education:
A Study of Experiences with Reference to New York State, University
of the State of New York, Albany, 1957, p. 3.

5. Raymond Moore, "Cooperation in Higher Education," in L. C. Howard, ed.
Interinstitutional Cooperation in Higher Education, Institute on
Human Relations, University of Wisconsin, Milwaukee, 1967, pp. 304-324.

6. George F. Donovan, "The Philosophy of Interinstitutional Cooperation
in American Higher Learning," in G. F. Donovan, ed. College and




In order to gain a sensitivity toward the arrangements, however, it
is instructive to read from the articles of association or charters of
the cooperatives. The West Virginia Association of College and University
Presidents strives to encourage both a total public awareness of the im-
portance of higher education and a greater proportion of high school
graduates to seek a college education, to experiment with new methods of
teaching for cost effectiveness, and to seek broader financial support
from the public and private sectors.7

The Association of State Institutions in Coloradoiconducts cost
studies and budget analyses; and it encourages joint use of institutional
resources, such as unusual research equipment, libraries, and faculty.8
And the Kansas City Regional Council provides for communication and
planning among educational institutions and other community agencies.9
The Council, in a newsletter; encourages faculty and staff to submit
ideas for new projects reflecting these criteria: the goal can best be
achieved by a combination of institutions rather than by one, must try
to achieve substantial improvement in the instructional program or admin-

istrative operation, with the provision that not all Council members need

University Interinstitutional Cooperation, Catholic University of
America Press, Washington, 1964, pp. 4-6.

7. For the Future Well leing... West Virginia Association of College
and University Presidents. (No further information.)

8. M. M. Chambers, Voluntary Statewide Coordination in Public Higher
Education, University of Michigan, Ann Arbor, 1961, pp. 80-81.

9. Purposes-Programs. Kansas City Regional Council for Higher REduca-
tion, 1964. :



be served (or accept) a specific project.lo '

Among the twenty-four "rules of thumb™ of the Associated Colleges
of the Midwest, a consortium of ten small colleges, are the following:
"the programs should be representative of the basic and hest purposes
and principles of the academic programs of our member colleges,...they
should not be in competition with programs already part of the curricula
of the colleges...should reach many students and faculty who will, after
participating in them, act as stimulants upon their return to their own
campuses,...and participation...should contribute to sabbatical and
tenure privileges as if the facully member were on his home campus.

In general, the evaluations of the arrangements by members have been
very positive,12 possibiy because of the limited, non-strategic nature
of the enterprises and the public relations emphasis that the marginal
programs receive; but nevertheless, the potential and actual strengths
have outweighed +he limitations in the perceptions of the evaluators.
Cne can cite:

More effective w:ilization of resources, both
physical and personnel; program enrichment in the
way of broadened offerings and a more stable
selection; economy of operation by reducing
faculty, plant, and fund needs to an operational
level consistent with sound administration; en-
hanced community service through the selection of

competence  areas; by cooperating institutions and
through reduced duplication of offerings; institu-~

10. Coordinator, Xansas City Regional Council for Higher Education,
III, 8, Summer 1967.

11l. Faculty Handbook September 1968, The Associated Colleges of the
Midwest, Chicago.

12, R. E. Moore, op. cit., p. 323.




tional stimulation embracing students, faculty, ad-
- ministration, and staff.l3

[ e

Consortia create greater realization of the commonality of problems

facing higher education, give focus to issues and force commitment to

et

responsibiliti~s, speed up research,lé and aid in the survival of the

1

asiin i ®

marginal college. In short, they help old forms adjust to new realities

. without compromising the,integrity of the membership.>

There are, however, limitations to these new forms which have caused

r states to institute governing-coordinating boards as an antidote. The
limits include the selection of peripheral problems; institutional self-

} interest; the difficulty of making organizational and representative

5= machinery congruent with tasks and expectations; lack of financial

3 strength for experim.entation;16 problems of institutional identity;

i competitiveness; differences due to multiple standards; joint faculty
appointments raising questions of loyalties and availability for

} coﬁmittee work, interference with scholarly activities, and promotions;

. scheduling problems and course pre-requisitgs} differences in admission

* v requirements; shortage of administrative time; utilization of public

jf funds when private schools are in the consortium; some men who would

rather not see their work in light of«compariépn; and projects failing

13. S. V. Martorana, et, al., Cooperative Projects Among Colleges and
§~ Universities, Government Printing Office, Washington, 1951, p. 4.

= 14. P. L. Dressel and L. B. Mayhew, "Cooperation Among Colleges in
S_ Educational Planning and Research," The Educational Record, 34:
: 129, . .

15. Eldon Johnson, "Consortia in Higher Education," The Educatiocnal
4 Record, 48:344.

16, Ibid., pp. 345-346.




vhen proposed or carried out by the wrong persoh.l7’ 18

As if these were not sufficient, college administrators become
concerned when anticipating precedents established that might be hard
to overcome later, or the sharing of public credit, or the confusion of
the btwo organizations in the public min.d.l9 The membership is usually
not under any obligation to participate in any program and can threaten
withdrowal; communication among the members is of the first importance
and is difticult; and there is some fear the central secretariat will
expand too much, taking on more and more functions and giving extra
tasks to the membership.20

The importance of inter-institutional arrangements for the future
viability of higher education is generally recognized. That sﬁrong
administrative leadership, either by institutional members and/or an
executive director, is important seems obvious in light of the potential
benefits, the hazardous limitations that should be avoided, ;hd the
unique operational problems they present.

Faculty and administrators must be able to examine their own

institutions closely, explore gaps, admit weaknesses, accept "rivals,”

develop mutual trust, cooperate in plamning, and share resources.21

17. Ertell, op. cit., p». 98-100.

18. S. F, Salwak, "The Need for Cooperation and the CIC Response,"
The Educational Record, 45:313.

19. Philip Selznick, TVA and the Grass Roots, Harper, New York, 1966,
p. 166,

20. X. P, Bunnell and E. L. Johnson, "Interinstitutional Cooperation,™
in S. Baskin, ed. Higher Education: Some Newer Developments,
McGraw-Hill, New York, 1965, p. 254.

21, S. V. Martorana, op. cit., pp. 35-37. J

Vi



Usually these practices and procedures zre first entered ihto with 4

if respect to the marginal areas, tﬁe programs are limited and peripheral.22

j. Hovever, many times "a cooperative dynamic is developed in which oné

L cooperative program suggests anothef, until the administrators and faculty

- members of the affiliated institutions find themselves to a surprising

~ degree thinking coo;pera’c,:I.Vely."2:5

) Although Zaleznik and Moment suggest, on one level, that ambiguity
in task and group procedures creates conditions for a heightened sense

L of psychological interdependence leading either to a high risk of failure

fk or high potential returns,24 Bﬁrton Clark outlines the practical 4iffi-

- culties “ambiguity" creates for the administration of inter-institutional

¥ arrangements: authority and supervision are by shared specific agreements

to those who have responsibilities or problems, but rights to command do

il ]
Tl

{

not necessarily go to those who are competent to use it; there is loose

general accountability and supervision; standards of vork are neither

explicit nor formal but indirect and are maintained by manipulating

resources and incentives; and an administrator cannot :reassign personnel.
25

F

Finally, decision-making occurs in increments over time.

P
t

This has been an outline of the potential and actuval strengths and

}; problems facing consortia in higher education. The puvxpose of this

22. El‘tel], 920' cito

b 23, H. W. K. Fitzroy, "The Richmond Area University Center: An Experi-
ment in Cooperation,” The Educational Record, 38:241.

24. Abraham Zaleznik and David Moment, The Dynamics of Inter-Personal
Behavior, John Wiley, New York, 1964, p. 146.

‘ﬁ o 25. Burton R. Clark, "Interorganizational Patterns in Education,"
o Administrative Science Quarterly, 10:234-236,
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dissertation is to investigate them more fully and to develop hypotheses

in the context of organizational behaviox,

|
|
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CHAPTER X1
THE FRAMEWORK

The investigator developed and utilized a heuristic framework,l
based on role and game theory, to investigate the dynamics of inter-
organizational relationships. The framework and its assumptions served
as the lens through which the cases were observed.

With the heuristic device, one can examine the roles that represen-
tatives from individual higher educational organizations take when they
interact to decide on a course of action, to work on specific proposals,
or to evaluate a program. It is assumed that the behavior patterns of
organizational representatives will enable us to understand organizational
relations.,

The author believes that individuals cooperate for benefits,
whether hard or symbolic, with a long or short range perspective, and
that continued interaction is dependent on a favorable benefit-cost
ratio. Further, college pepresentatives can be oriented to their own
and/or others' needs.

The framework and tire interaction of variables are described in this

chapter,

1. The heuristic device is presented schematically in Appendix A.

il
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The first independent variable is derived from Roberf Merton's
dictum that "each role-set needs‘to be eramined in terms of the mechan-
isms making for differing degrees of involvement...among the diverse
people making (it) up‘...."2 Merton suggests, and the investigator

follows, that the intensity of involvement can be classified as either

peripheral or central.s There are, of course, college relationships
vwhich éxhibit a greater degree of interaction than others and inter-
dependencies can be more or less pronounced in particular areas of one
consortium. It is posited that the degree of involvement in the consor-

tium is dependent upon the perceived significance of the benefits by the

individual vho is either contemplating becoming or who already is a

consortium member.

There is little question that "the individual responds to his

environment in terms of his perceptions of that environment."4 In

addition, the literature in group leadership strongly suggests that

individuals will attempt acts of leadership when the solution of the

group's task (mutual problem) will be rewarding.s Thus, it seems that

perceptions of potential benefits, group attractiveness, which in some

2.

3.

4“

Robert Merton, Social Theor, and Social Structure, The Free Press,
Glencoe, 1957, p. 372. .

Tbid., p. 371.

Ellis L. Scott, ILeadershiv and Perceptions of Organization, The
Chio State University, 1956, p. 9. .

John K. Hemphill, et. al., Leadership Acts IIT, The Ohio State
Research Foundation, 1955, p. 38. _ e

formis b s
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measure is the product of past benefits, cr group effectiveness,6 is a
major predictor of an individual'’s involvement in a system. In fact,
Oscar Grusky, in a study of career mobility and organizational commitment,
finds support for his hypothesis that "all else equal the greater the
rewards an individual has received or exvects to receive from an organi-
zation, the greater will be his degree of commitment to the sys'c,em."7

Benefits, of course, must be conceived broadly. Not only do they
include savings in money, but it is a "bélancing" among such factors as
the intrinsic importance of the goals, the anticipated costs, the per-
ceived probabilities of goai atbainment, and the anticipated time span to

payoff.8 On the basis of these criteria, one can determine whether an

individual perceives the benefits as central or peripheral to his or to

the organization's purposes.

The second independent variable is the latent roie orientation of
the individual member oi the consortium, specifically, whether the
representative perceives his role és spokesman for his program or
institution (EEEEEEEAJ and/br as a medium through which all of the
member institutions can benefit from joint action (external). The
literature on consortia stresses the importance of an external orienta-

tion and the difficulties of attaining it. T. R. McConnell says:

6. Bernard Bass, Leadership, Psychology, and Organizational Behavior,
Harper, New York, 1960, p. 42.

7. Oscar Grusky, "Career Mobility and Organizational Commitment,"
Adnministrative Science Quarterly, 10:490.

8. William F. Whyte and L. K. Williams, Toward an Integrated Theory
of Development: Economic and Non-economic Variables in Rural
Development, New York State School of I&IR, Ithaca, New York, 1968,
ppu 59"70' .
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It will take all the statesmanship the academie
community can muster to enable colleges and
universities to serve the broader public interest
while preserving the identity, the integrity, the
initiative, and the morale of the individual
institutions and, especially, the intellectual
freedom of faculty and students.?
Not only is a larger view needed "to provide adequate interface for

w10 it 1t

dealing with certain aspects of emerging change in our society,
is extremely difficult to produce. The faculty of the University of
Minnesota perceives that individuals "will be torn between an obligation
to the...institution which they represent, and its desirable development,
and what is perceived....to be developments vhich are in the best interest
of the whole pattern of higher education in the state.” Effectiveness,
it says, will be determined by putting the interests of the whole ahead
of the institution.ll

Most programs that consortia sponsor aid in the development of both
the individual institutions (internal) and the voluntary association or
effort (external).

The object of a reletionship may be the attainment of superordinate

goals,12 or there may be a shared "motivation to solve both common and

_distinctive problenms, while respecting the maintenance of legitimate

9. T. R. McComnell, "Government and the University: A Comparative
Analysis," in Ross, ed. Covernments and the University, St. Martin's
Press, 1966, p. 92.

10. Annual Report, 1866-87, Committee on Institutional Cooperation.
Purdue, p. 7.,

1l. Higher Education Tomorrow = Challenges and Opportunities for the
University of Minnesota, University of Minnesota, mimeo, p. 16,

12. Musafer Sherif, Group Conflict and. Cooperation: Their Social
Psychology, Routizdge snd Kegan, Paul Ltd. London, 1966, p. 88.
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group boundaries."™> Even when congruence does not exist, "the private

orientations of members...may differ considerably and still allow thenm
to profess the same public values,"**
For this study, "internal" orientation is viewed as the desire
either for programs which benefit one organization while having a limited,
~ no, or negative value for the others; or not becoming involved in pro=-
grams’ and thus demonstrating an internal orientation by privatism. An
"external® overtone assumes a desire to go beyond oneseif, to engage in
projects whose benefits trarscend one's private needs, whether it be
other organizaticns in the conéortium or for the welfare of other elunents
in society--students can be aided in obtaining an education; publie
monies can be saved; innovations might develop which would then set a
pattern for other educational organizations not in the consortium to
follow.
It might be noted that phis independent variable can be analyzed
on a number of levels. For instance, a faculty representative might be
internally oriented.to his own career, with an external orientation
being bis institution or discipline. Of course, these levels have
implications for analyzing the dynamics on a specific campus: an

administrator with an internal orientation (institutiou) might interact

13. Robert R, Blake and Jane S. Mouton, "The Intergroup Dynamics of
Win-Lose Conflict and Problem-Solving Collaboration in Union-
Management Relations,” in M, Sherif, ed., Intergroup Relations and
Leadership: Approaches aad Research in Industrial, Ethnic, Cul-
tural, and Political Areas, John Wiley, New York, 1962, pp. 108=-
109.

l4. W. H. Goodenough, Cooperation in Change: An Anthropological
Approach to Communlty Development, John Wlley, New York, 1963,
pp. 88, 112,




with a faculty member with an ex‘ernal orientation (institution).

Ir. essence, institutional representatives make a fundamental, al-
though at times unconscious choice, either to be self-oriented and/or to
be oriented to the needs of the groupj; that, in fact, if there are few
projects or if programs serving the goals of some individual members to
the exclusion of others are uppermost, the coordinated effort will be
less developed than it potentially is able to become. It might be added
that Dearborn and Simon supported their hypothesis that executives,
although encouraged to look at problems from a company-wide rather than
departmental viewpoint, "perceive(d) those aspects of the situation that
relate(d) specifically to the goals and activities of (their) depart-

men‘b(s).":Ls An external pose is not easily accormplished.

The independent variables interact to signify four types of
behavior. |

First, if an individual is internally oriented to his institution
~as an administrator or his career or personal advancement as a faculty
meumber and believes that the consortium'’s purposes or potentiality are
central in importance for the functioning of his organization or ful-
fillment of personal goals, he will be classified as a "representative.”

This individual has a limited or constricted view of the broader impli-

cations of his involvement. His motto might be to get as much out of

\

15. Dewitt C. Dearborn and H. A. Simon, "Selective Perception: A
Note on the Departmental Identificatlions of Executives," Sociometry,

21.:140, 143, :
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the arrangement, while putting in as little as possible.
It is suggested that this mode of behavior precludes long-range
planning,16 makes for a less than thorough search for infonnation,l7 and

increases the likelihood of choosing less than adequate solutions to
problemS.:i"8
The second type personifies an individuwal who according to Whyte
and Williams sces that "social conscience and eccnomics have a joint
In the context of this study this person is called an

Yeducator,"”

Inasmuch as cooperation and compromise are keystones of the
effective functioning of voluntary arrangemencs, this person is externally
oriented. He is concerned primarily with the success and future develop-
ment of the consortium over the long-run rather than with the short-run
goals his institution can achieve. He is willing to compromise for the
sake of the cooperative, In addition, helperceives the consortium as
having major significance for higher educatioh and soclety. As a faculbty
member he might see the benefits accruing to the discipline he represents.
If the organization uember's perception of the benefits either are
that they have or should have peripheral value to the institution or his
goals, and if he has an internal orientatién, he will be classified as a

"manager.” He looks within, but lacks commitment, possibly because of

16. Goodenough, op. cit., p. 27.

17. James A. Robinson, "Decision Making in the House Rules Committee,"
Administrative Science Quarterly, 3:83.

18. Jane S. Mouton and Robert R. Blake, "The Influence of Competitively
Vested Interests on Judgments,” Journal of Conflict Fesolution,
6:152.

19. W. F. Whyte and L. K. Williams, op. cit., p. 48.
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his fear that entangling alliances would not receive trustee support, or
lack of encﬁantment with Ithe program, or other reasons resulting from
the mediating variables to be discussed later.

The fourth type is externally oriented but perceives few payoffs
elther to society or to higher education. He is not as committed as is
the "educator," and is involved primarily as the result of external
pressures, vhether they take the form of public opinion, legislative
influence, or foundation monies. Moos and Rourke suggest that a consor-
tium founded upon external constraints is a facade of coordination without
nz0

disturbing vested educational interests--in short, ™"back-scratching.

This person is called the "statesman."

There are two major sets of mediating variables, the first being
the constraints of the e:ternal system. Within this broad category are
the characteristics of the specific higher educational organizations that _
compose the consortium. How strong are they in resources, in prestige;
how large; what are thelx purposes; are they public or private; developing
or developed? Thus, the wresident _of a weak, small, private, Negro. .
college will experience constraints different from those on the leader
of a stronger, larger, public, Negro institution. Does the'college Jjoin
by presidential fiat or faculty vote, because of limited resources or
because the school's position as a very prestigious small liberal arits

college is in jeopardy? Does a consortium member have certain misgivings

20. Malcolm Moos and Francis Rourke, The Campus and the State, Johns
Hopkins Press, Baltimore, 1959, p. 209.
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since he represents the onlyldenominational school in the arrangement?

Bass suggests that mutual esteem is highly related to group
attractiveness and effectiveness.al_ The implications of this are great
when junior colleges and major universities join in one consortium.

Algo Henderson, a student of wuniversity dynamics, posits that as
the "college might be defensive and sensitive, the tendency of the large
university is to make of the contract a 'project' as though it were part
of the extension services....and the junior institution may find its-
position psychologically unacceptable. n22

This chapter will indicate only brief]_.y the other elements in this
category--national and local political, educational, and economic
factors, the nature of public opinion, social noxrms, and the explicit
purpose of the consortium, which will affect the operationsl goals.

The developmental level of the state-~sponsored higher educational
system and the attitude of state officials toward the expenditure of
public funcis in a private group haire far-reaching implications with
regard to the impetus for and the type of membership in consortia.
Similarly, the demands and level of understanding of the general public,
especially in relation to economy, as they or their representatives
interpret them, will have a gradual effect on collaboration.

Norms and legal codes applicable to organizational behavior in this

21. Bass, op. cit., p. 296,

22. A. Henderson, "Implications for Administration Arising from the
Growing Interdependence of Colleges and Universities," in L. C..
Howard, ed., Interinstitutional Cooperation in Higher Fducation,
Institute of Human Relations, University of Wisconsin, Milwaukee,
1967, p. 249.
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country are based on the assumption of corporate individuality and
inviolability. Thus, consortia must not only attempt basic activities
in a relatively untried organizational structure, but must do so in an '
environment which although hospitable, as evidenced by public opinion, is
simply not prepared to deal with public benefit collusion.

Weather conditions, transportation facilities, and a sense of
logi el vregiounalisn will have an effect on the interaction rates and
patterns in an arrangement; and the open or closed nature of the official
purpose of the grouping obviously plays a major role.

Many consortia héve brodd purposes which héve a minor effect on
the daily operations of the voluntary groups. However, some goals are

so explicit that in themselves they define the operational relationship.

The second major sebt of mediating variables refers to felt and
observed needs relating to the manifest roles that the individual
representatives hold in sny orgenization. "Felt needs" will be mentioned
first.

These constraints can arise from the personality of the individual
spokesman. For instance, it seems obvious that an authoritarian per-
sonality would not fare :s well in establishing a cooperatife relationship
as might another type of individual. 1In fact, one might be able to
classify a person in one of the four behavibr patterns mainly on the
basis of personality.

The second source of constraint is the organizational position of the

institutional representative. The investigator accepts Simon's dictum that:
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By whateve? means the 1ndividuai was originally

motivated to adopt the role in the first place,

the goals and constraints appropriate to the role,

become a part of the decision-making progrem,

stored in his memory, that defines his role be-

havior.23
Certainly a prbfessor of'history wouid behave differentiy from the
presideht if for no other reason than the latter's role behavior is a
series of negotiated external functions. In additibn, Thibaut and
Kelley suggest that persons having high poﬁer think.of benéfits and
those of low power think of costs.24 This would influence bargéining
style.

The third sources are previous experiences on committees, in other
consortia, and in the subject consortium. It has been suggested that
perceptions and attitudes of individuals are carried over from earlier
role experiences.25 If the representative has experienced "do-nothing"
committees, or sees their function as halting rather than facilitating
progress, or has experienced success vhile a participant of anotﬁér
collaborative effort, this will influence his behavior in the éonsortium.
In addiéion, the researcher must consider the actual accomplishments and
"halo" surrounding the intercollegiate arrangement., What are its
realistic potentialifies? Hemphili suggests‘that an'“extinguishing"

effect results when leadership acts fail to.solve a mrtual problem in a

23, Herbert A. Simon, "On the Concept of Organizational Goal," Adminis-
-trative Science Quarterly, 9:13.

24, J. W. Thibaut and H. H. Kelley, The Social Psychology of Groups,
John Wiley, New York, 1959, p. 102,

25, E. Jacobson, et. al., "The Use of the Role Concept in the Study of
Complex Organizations," Journal of Social Issues, 7:25.
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group~-fewer acts .’c;ollow.26

The fourth component of felt needs refers to the other organizations
of which the individual ié a menmber, Active membership in one's disci-
plinary association or community organizations may relate to consortium
participation. Faculty who are active in their disciplinary association
might te more likely to engage in experimental curricula projects; faculty
vwho are active in liberal political and social organizations are prime
candidates for involvement in bilateral -arrangements between developing
and host institutions,

It seems clear, if one exémines these f'elt needs, that an individual
can experience intrapersonal tensions if the demands of the position,
nersonality characteristics, or previous experiences do not mesh har-

moniously. For example, a professor might experience great inner

tension if he as an influential member of a weak school, representing a

‘prestigious discipline, had to represent that organization in a consortium

designed to upgrade it.
The second major set of manifest role factors refurs to observed
needs. These incluée the expectations of an individual's peer group
or colleagues and significant others: those close to him who have both
influence and expectations.
'% role is a set of expectations or a set of evaluative standards
wel

applied to an incumbent of a particular position. Tt is recognized,

and has been substantiated, that members of organizations who are on the

26. Hemphill, et. al., op. cit., p. 38.

27. Neal Gross, et. al., Explorations in Role Analysis: Studies of
the School Superintendency Role, John Wiley, New York, 1958, p. 67.
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"boundaries™ experience a great deal of fole conflict; and organizational
representatives are temporarily-én their institutions! 'boundaries.a8
However, role conflict can take different forms and can be of different

Z ;% degrees of strength. For lnstance, a representative would experience
S "inter-sender" conflict when pressures from the significant others or

PoT merbers of the peer group were different, and would encounter "inter-role"
i : conflict when membership in one organization (the college) held opposite

demands from other organizations to which the member belonged (corisortium.)29

An example of the former might occur when the president and depart-
i i mental colleagues had differenf expectations, or gave opposite support
for a member's involvement., Inasmuch as participation might necessitate
somewhat of a "local” orientation on the part of the member, the individ-
ual's peer group who upheld a "cosmopolitan" latent role expectation

i might fail to reinforce or reward ego's behavior.

With regard to inter—ro}e conflict, it is posited that the college's
desire for quick results or tangible short-term benefits would conflict
with the expectations of some consortium members that cooperation.should
be a slow, graduél process; or demands by the president might conflict
with what the fepresentative might actually be able to obtain.

As an example of the type of conflict that can be generated by a

= consortium program, a representative of the Coordinated Western

Massachusetts Consortium relates this anecdote about tlhie creation of a

joint department of astronomy: "Indeed I might admit that our joint

28. For example see R. L. Kahn, et. al., Organizational Stress: Studies
in Role Conflict and Ambiguity, John Wiley, New York, 1964.

29, TIbid., p. 20.
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depé’;rtment- of astconomy began one year when all of our éstronomers with
a single exception, died, retireé., or resigned. That is not easy to
arrange."so

Implicit in the above discussion is that there are strong opinions
on different sides of issues that are communicated to ego who must
negotiate their resolution, insulate himself, or live with stress. That
this type of conflic£ occurs in many positions, and especially on the
boundaries, can be assumed. However, inter and intrapersonal conflict
also occurs because of a lack of communication--either the representative
does not know what is expected' of him, he is not supported when he
returned to campl;.s, or a person's position as "representative" is not
parallel with the standing he has at his college..t

The Executive Director of the Piedmont University Center of North
Carolina, in his first report, mentions but two problems. First, there
is a lack of communication between institutional representatives who
serve on the center committee and their colleagues at home.:52 Robinson's
finding Is interest:_i.ng in this regard: "the less the #low of information

from system sources, the more reliance will be placed on information

within the decisional uni’c,."35 Second, the Director found that members

30. Stuart M. Stoke, "Cooperation at the Undergraduate Level,"” in G.

Donovan, ed., College and University Interinstitutional Cooperation,
Catholic University of America Press, Washington, 1965, p. 105.

3l. See Valentine F. Ridgeway, "Administration of Manufacturer-Dealer
Systems," Administrative Science Quarterly, 1:480.

32. First Report of the Executive Director. Piedmont University Center
of North Carolina, May 1964.

33. Robinson, op. cit., p. 82.
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involved in pro;]ecfcs cannot speak with authority for their insti‘t;u.’c,ions.:54
An assistent dean of students for extracurricular activities is 2elegated
to represent his institution to discuss block booking of talent but is
not granted the power to make decisions, as other representatives are
prepared to doj or he might make a commlitment which is not supported by
the dean.

Stogdill suggests that "progress in intergroup transactions may
depend uwpon an exact knowledge of the authority of the participants to
commit the groups they represent" and that "commitment and follow-
through are likely to be most firmly established when the participants
.+ sare specifically authorized representatives of the group and its

S mleke and Mouton feel that "one of the

leadership in consensus,'
greatest barriers to intergroup cooperation through representative inter-
action stems from the traitor threat vhich involves loss of status and
rejection of 'disloyal' persons who go against their groué position even
though there is an objective, logical, and factually based rationale for
their doing so.~'_"36 ‘
This section will close by noting that the differing expectations
held by others can have different intensities., Alters might have a

specific view of ego's role performance only because they are unfamiliar

34. Pieamont University Reporf, op. cit., p. 6.

35, Ralph M. Stogdill, "Intragroup - Intergroup Theory and Research,"
in M. Sherif, ed., Intergroup Relations and Leadership: Approaches
and Research in Industrial, Ethnie, Culbtural and Political Areas,
John Wiley, New York, 1962, pp. 62-65.

36. Robert R, Blake and Jane S. I“Iou’c,on,’ "The Intergroup Dynamics of
Win-Iose Conflict and Problem-Solving Collaboration in Union-
Management Relati~ns," in Sherif, ed., Ibid., p. 117.
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with the charge under which he is acting and would readily modify their
positions if they did know.s-7

To this point the investigator has dealt with individual roles, and
like Parsons, has been concerned with the loyalties of particular persons
~-"the level of loyalty to a particular grganization and the way in which
this loyalty fits into the larger syztem of loyalties due to the plurality

of roles."38

Attention will now be turned to inter-organizational. rela-
tionships and a discussion of "bargaining" which will be useful vhen

analyzing the cases presented in the following chapters.

When dealing with inter-organizational theory, students look not at
beliavior resulting from structured authority, but as Litwak and Hylton
point out, at behavior under conditions of partial confliet and stress
factors which derive equally from all units of interaction.39 Thibaut
and Kelley dwell upon the different degrees of correspondence individuals,
and one could posit organizations, achieve with each other, and the
coalitions that result when the outcomes of a subset of group members

correspond, but do not ccrespond to others in the group.4o

37. See Ernest G. Paloli, "Organization Types and Role Strain: An
Experimental Study of Complex Organizations,” Sociology and Social
Research, 51:171-184.

38. Talcott Parsons, "Suggestions for a Sociological Approach to the
Theory of Organizations - I," Administrative Science Quarterly,
Ll:81.

39. Eugene Iitwsk and L. F. Hylton, "Inter-Organizational Analysis:
A Hypothesis on Coordinating Agencies,"” Administrative Science

Quarterly, 6:399.
40. John W. Thibaut and H. H. Kelley, op. cit., p. 167.

[ T, —.
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The relations that orgenizations have with each other, and this
includes consortia members, can and have been conceived a number of
ways3 within any category, one could f£ind examples from inter-collegiate
groups: one college could attempt to co-opt another, reducing uncertainty
by absorbing threats to its existence; two or more institutions might
effect a coalition or joint venture in which they act as one with respect
to certain goals; colleges might contract or negotiate an agreement for
future perform.ance.41 If there is any factor which broadly conceived
seems to override these distinctions, one assumption which is common to
all and which appears to be & Qiable framework for perceiving the
different relationships, it is "bargaining.”

The concept of "bargaining” is not new in organizational theory.
March and Simon imply this paradigm when discussing the inducement-
contribution theory and E. W. Bakke conceives of the "fusion process''
as one mass bargaining situa@ion. However, both game and labor
negotiation theory allow the student to extend this concept to inter-
organizational'behayior.

Bargaining implies a pre-disposition to become involved, it dimplies
that the potential or actual valueg are central rather than peripheral
to the actor. If there is limited interest, then "manzgers" and "states-
men" will be merely going through weak examples of bargaining, unless

other members of the consortium see the group as central to their concerns.

41. James D. Thompson and William McEwen, "Organizational Goals and
Environment: Goal Setting as an Interaction Process," American
Sociological Review, 23:27-28; James D. Thorpson, Organizations
in Action: Social Science Bases of Administrative Theory, McGraw-
Hill, New York, 1967, pp. 35-36.
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Their dealings will "be confined to contexts that do not interfere with
the conduct of affairs within their respective groups."42

One can conceive.of groups éomposed of "representatives" playing
limited war with each other:

Each party's strategy is guided mainly by what he
expects the other to accept or insist on; yet each
knows that the other is guided by reciprocal thoughts.
The t'inal outcome must be a point from which neither
expects the other to retreat.43
A person's use of power will be to maximize his own position while
destroying the stances of others.

Hovever, given a very hostile environment, with immediate pressing
needs by the institutions in a network, a "pure-collaboration” situation
can be envisaged: the identical ranking of preferences.44

In fact, most groups will be composed of mixtures of the differenf
role patterns. To best understand the variety of behaviors resulting
from the many individuals involved and the different projects initiated,

the investigator turns to an excellent work by Richard E. Walton and

Robert B. McKersie, A Behavioral Theory of ILabor Negotiations: An

Analyses of a Social Interaction System.

These authors posit three models: distributive bargaining dealing
with fixed sums, integrated bargaining dealing with problems, and a
combination of the two=--all of which are useful in analyzing consortia.

The researcher will quote and paraphrase paragraphs from this work in

42, Goodenough, op. cit., p. 102.

43, Thomas C. Shelling, "Bargaining, Communication, and Limited War,"
The Journal of Conflict Resolution, 1:29.

44, Thomas C. Schelling, The Strategy of Conflict, Harvard, Cambridge,
1¢60, pp. 84-85.
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which these models are defined, for the definitions will be limmensely
} useful in understanding the inter-organizational arrangements.

Distributive Bargaining - Fixed Sum Games

l. The fixed-sum, variable-share payoff situation...(is
one) in which there is some fixed value available to
)' the parties but in which they may influence shares
which go to each. As such there is fundamental) and
' complete conflict of interests.45 -Although there is
: cooperation to avoid mutual disaster, there is com-
l petitio~ for the limited sums.

In many instances the parties share a dependency
S ~ because the relationship...is an exclusive one--
’ neither party has another relationship which can
perform the same function for the party, or
i alternate relationships are available only at a
! substantial cost.46

Integrative Bargaining ~ Problem Solving

This model is based on problem solving: identifying

_ the problem, searching for alternatives...{etc.)

}’ The facilitating conditions are motivation, regarding

r the problem as significant enough, unbiased fact
finding, and trust. It thrives best in low sacrifice

5 and high benefit situations.%?

"The parties start with a zero-sum situation, but

; through their efforts they create a positive sum, "

j Since trust or iacentive does not always exist among
= potential members, the committed member must create
N incentives vhich may, in fact, result in coersion--
; the expected loss of not participating being greater
than the possible gains.48

45. R, E. Walton and R. B. McKersie, A Behavioral Theory of Labor
{ Negotiations: An Analysis of a Social Interaction System, McGraw-
| Hill, New York, 1865, p. 13.

46. Ibid., p. 399.

47. Ibid., pp. 127-146.

48, Ibid., pp. 399-400.
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Mixed Bargaining

"In the mixed situation each side has a broad choice I
between (1) attempting to discover outcomes with

larger total values and (2) working toward an out-

come vhich has a smaller total value but which does i
provide him a relatively high individual payoff.

The mixed game dilemma arises because there are not

only several different total values available to the

parties, bubt there are also alternate sharing ratios. . (
A party cannot assume that a larger total value

necessarily enhances his individual share."4® There

are four overall strategic possibilities: "(1)

Party may select an I, integrative strategy to in-

crease the joint gain, accompanied by an S, a

relatively soft strategy in allocating shares.

(2) Party may choose D, fixed sum, followed by H

hard bargaining in allocating the sumj in effect

he maintains a consistent distributive or competitive

orientation. (3) Party may choose D, fixed sum, and

then follow with an S, soft bargaining strategy in

share distribution. (4) Party may select an I,

integrative strategy to increase the joint gain, and

then select an H, hard bargaining strategy to gain

the lion's share of the joint gain.S0 ...In mixed
bargaining...cooperation and competition are in-

extricably combined throughout fthe search and -
consideration of an array of potential outcomes.

The parties are motivated to cooperate in an active,

creative, problem-solving way in order to create

maximum values but are also motivated to take

competitive steps in order to insure themselves of

high individual outcomes."S1l

The literature on consortia emphasizes the need for bafgaining and
compromise. As examples, Lyman Glenny of the Illinois Board of Higher J
Education says that the success of volunt;ry coordination requires un- }
animity, that one does not ignore a dissatisfied member. "The other

members cajole, persuade, and compromise because if one dissident member E

19. 1bid., p. 162. [
50. Ibid., p. 164.

51. Ibid., p. 167. 1
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takes unilateral action, he can wreck the coordinated effort in the
state budget offices and in the legislature.'™2
James Paltridge suggests that when a ﬁuﬁber of "representatives"
meet on the California Coordinating Council for Higher Zducation,
"Council decisions....involve modifications of strongly entrenched

153

institutional interests, and bargaining will result. Also "decisions

on matters of common or shared institutional interests will be arrived
at...on the basis of analytic staff'_studies."s4

As the investigator has attempted to demonstrate in this chapter,
the theoretical framework is simoly a heuristic device for conceptuvalizing
relationships among individuals and through them, among organizations
engaged in a voluntary collaborative arrangement. As such, the trans-
actions can be reviewed on a number of levels: the individval and the
organizational, within as well as between the involved colleges and
universities.

The object of this study is the development of administrative
guidelines and the formulation of theoretical hypotheses based on the
relationships of organizations as ascumed through the device. Since the
study is exploratory, the researcher did not want to force closure by

strict adherence to a theoretical position. It would be most accurate

to say that the framework provided a reference wmoint for the excursion.

52. Iyman Glenny, Autonomy of Public Colleges, McGraw-Hill, New York,
1959, p. 256.

53. James G. Paltridge, California's Coordinating Council for Higher
Education, University of California, Berkeley, 1968, p. 153.

54, Thid.




CHAPTER IIX
METHODOLOGY

This is an exploratory study utilizing the case approach for the
purpose of learning as much as possible about the properties of con-
sortia. Because so little is known both about consortia and inter-
organizational theory, it was decided that the present study, which is
conceived to be the beginning of a major research effort, should be
oriented toward gaining a large rahge of detail, and uncover manifest
and latent patterns of behavior.

It was decided that two consortia would be studied intensively
through non-participant observation for between two to three months
each in order for the irvestigator to gather a wide range of detail,

In addition, after the major studies had been completed, the investi-
gator planned and has sturied three o@her consortia for one to two
weeks each. The purposes of the latter investizations has been the
informal testing of hypotlieses growing out of the first studies, pro-
viding contrasts and clarifications to ideas that were being formed,
and the delineation of new issues and problems that the intensive
studies had not uncovered.

There are well over a thousand formal consortia in the United
States, making objects of study readily available. The first intensive
case study, "The Association," was an expedient rather than a carefully-
planned choice. The investigator had applied for funding during summer

32
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' 1968 but in order to begin the field work before the contract was signed,

I had to select an organization thét would not entail éreat costs to study.
However, in retrospect, the consortium was extremely rich in details,

1 in problems, in theoretical potential, and it is an excellent example of

}" its type of system.

! ‘The second through fifth case studies ﬁere chosen because of systems

§ properties. Although the large number of consortia types as defined by
structural and functional variability precluded a "scientific sampling,"

}. the investigator attempted to study a variety of intercollegiate arrange-

i ments.

SELECTICN OF CASES

Case I.--"The Association,"

structurally, is a multilateral college

) center where equality among members is explicitly assumed. The activi-

\ ties were mainly in administ;ative rather than academic areas during the
organization's early years, but faculty programs have predominated

} recently, and therelis also some student interaction. 7This nine member

i chaxtered group is regional within a state.

3 ' Case II.--"The Masters-Lewis Project” is a bilateral between a

) research university in the Northern United "States and & NWegro college in
the Deep South: inequality and reciprocity are assumed by the partici-

i | pants. The Project is oriented toward academic rather than administrative
improvements and represents interaction between two national. regions.

Case III.--"The St. Thomas~-Sacred College Program” represents bi~

lateral cooperation in one important academic area--a joint graduvate

program--which necessitates interaction among staff, faculty, and
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stﬁdents. The interaction flows within one region in the state.

Case IV.--"The University Center" is a nultilateral collere center
between two polar types of colleges, but in the area of extension educa-
tion. Interaction is among staff only, and it is statewide in make-up.

Case V.--"The Institute for Urbén Educational Problems," was an
academically oriented multilateral relationship which losts its consortium
emphasis. The investigator was interested in the change process in this
Institute whose original members are located in one urban area.

There are a number of consortia typologies noted in the bibliography,
but the most recent and complete, and the directory relied upon, is

Raymond S. Moore, A Guide to Higher Education Consortiums: 1965-1966,

OE-50051, U.S. Government Printing Office, 1967.
THE FIELD WORK

Many of the field work experiences, including entree problems and
methods, and interaction dynamics,'will be described in Chapter VII,.
At this point, however, the methodology of the field work will be noted
in order for the reader to be aware of how the evidence presented in the
following chapters.

After being admitted to the organizations, following one or more

letters of intent and explanation2 and preliminary discussions about the

1. In Moore, inter-collegiate relationships are classified with regard
to a variety of useful variables--e.g. purpose, type of interchange.
Although some arrangements between research universities and small
white and Negro colleges funded under Title III of the Higher Edu-
cation Act, 1965 are listed in Moore, a complete and up-to-date
directory is available from the Developing Institutions Branch,
Division of College Support, Bureau of Higher Education, U.S. Office
of Education.

2. See Appendix for a typical letter requesting entree,
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consortium, the investigator spent the first segment in the field study-

ing historical documents. Anonymity and confidehtiality were assured.

For the Intensive studies this amounted to approximately two weeks
for the first and one and one-half weeks for the second study. The
investigator read all of the office files that he desired to read, vhich
were ‘the total current files, as well as much out-of-date material, The
investigator did not have access to private files located in desk drawers,
but many documents appearing in the open files contained sensitive infor-
mation,

At first the investigator consumed everything, but after seeing
repetitive documents, such as meeting agendas, he skimmed and read
selectively. Included in the material were program activity evaluvations,
committee minutes, personal correspondence, and budgets. In short, the
literature provided the researcher with an abundance of information
which not only sensitized him to the characteristics of the Qrogram,
persons, and colleges involved, but also provided the base for the initial
interviews. Notes on the files with regard to standard content, such as
minuteé, and extraordinary, pertinent, or sensitive data, were taken
vy the researcher.

Considerably léss time was spent in the literature review of the
shorter case studies--beiween half and one and one-half dayé. For Case
III the file included a few booklets and one manila folder; for Case IV,
the director was somevhat hesitant to allow the researcher to roam at
will, but did provide sensitive evaluations, comprehensive statisties,
and documents that were requested. The researcher spent one and one-half

days in the archives of the arrangement described in Case V., Although
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most of the documents read were "official," he did have access to con-
fidential reports circulated asmong the top administrafive officers.

The investigator began the interviewing following the review of
documents. The period of time in the field was from August 15, 1968 to
April 1, 1969. A total of 160 interviews were conducted, 95 with parti-
cipants in the first case study.

For the intensive analyses, the interviewees were personally con-
tacted by telephone a week to a week and one-half before an interview
was desired and an appointment made. The researcher explained that he
was a Cornell doctoral student engaged in an exploratory study of consor-
tia, that the study had been approved by the director of the coordinated
effort, that the college president was aware of the study, and that the
confidentiality of the interview would be maintained,

A similar statement was made in the interview situation. The
researcher indicated he wanted to learn as much as possible about con-
sortia in order to formulate hypotheses and asked a basic open-ended
question about the interviewee's involvement. For example,""WiJl you
tell me how you are involved and your feelings about your participation
in the consortium”? Areas were probed that vwere of intrinsic interest
and especially those relating to what other people had mentioned or
which éppeared in the files. The investigator informed his interviewees
that he had spent time reading documents and had interviewed other people
as a method for improving the accuracy of the interviews.

For the intensive case studies, both key and non-key people were
interviewed. There was an attempt to include respbndents from all

echelons of the consortia and its member organizations who were in some

W W [ N
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degree involved, at one time or another, with the program. Interviews
were held with college presidents; administrative officers, faculty,
and in one case, a laboratory technician. The enterprises studied in-
tensively were fairly extensive operatvions, the first, for instance,
involving approximately 180 people. For these studies, the investigator
chose to focus on specific committees or activities inasmuch as inter-
views were not held with every participant.

The interviews averaged fifty minutes to an hour in length, few
were as short as a half-hour, but many lasted one and one-half to two
hours. Some major interviews with central or key personnel took three
hours and more. The norm was one interview with each person, but key
people were interviewed more than once, if possible. The interviews were
held on the campuses, in the offices of the involved participants or in
the centers' headquarters for central staff personnel.

Interviews followed the same procedures for the less intensive
studies except that emphasis was placed on interviewing key rather than

non-key persomnel.

During thc beginning of the initial case study, the researcher took
verbatim notes of the interviewees' responses. However, he found himself
writing answers when he should have been asking questions. When, after
an unproductive session, the interviewee said that he had wished his
answers had not been written, it was decided that notes be taken after
the interview had been conducted. During the remainder of the first

case study, the rescarcher retained key words and phrases that the inter-
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viewee spoke and wrote from memory within two hours of the interview.

On subsequent occasions, the researcher encountered individuals who
believed that their responses lacked value because they were not being
recorded; he therefore decided to be eclectic in taking notes during
interviews.

The interviewer felt he was able to sense the mental state of the
interviewee soon after contact; usually during the first ten minutes of
general conversation and initial questioning. If a person lacked security
or feared reperéussions of his statements, no notes were taken, but full
attention was paid to cultivating a continuing interview. On the other
hand, the researcher was interviewing in academic settings where his
purposes were better accepted and understood than is the situation in
many organizations. Thus, note taking was seen as concomitant.with his
purpose.

Also, notes were takern with those whom the investigator had pro-
longed contact, sucﬁ as consortium staff; they were more likely to be
taken with faculty and miidle administrators in order to build up the
import of the lower participants; they were less likely to be taken with
college presidents so as ot to stress status differentials with key
people.,

The researcher was inable to gain permission to observe more than
two committee meetings during the first case study. Not only was the
investigator not admitted to the more important group sessions, but there

are also few committee meetings and interactions in consortia settings.
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WRITING AND ANALYZING

j The interviews were.typed from the handwritten notes as soon as
3 possible--usually the evening following the interview and no later than
three days following. At times, very heavy interview schedules and
travelling precluded immediate typing.

The interview and historical data amounted to a mass of information.
For all case studies, the data collected for each one were studied inten-
§ sively and the mass reduced by the researcher--recordiné ideas, anecdotes,

"

significant episodes that might amount to a total of 400 "items." These

"items" were grouped into natural piles, the piles organized into an

outline for each study, and tnen each pile outlined for writing purposes.
The cases were written according to this method.

The first case was written following the termination of interviews
for the second case study. 7The second and succeeding cases were written
g following termination of field work in mid-spring of 1969. The analysis

appearing in Chapter VIII is based both on the individual cases and the

data as a whole,




CHAPTER IV
THE ASSOCIATION

The Association is a group of nine institutions of higher learning -
in the Northeast United States. This multilateral group is structured
as a college center and functions mainly in administrative, rather than
academic areas, although the latter is receiving a great deal more
attention now than when the group began in 1961. |

The investigator will first discuss the history and background of
this effort: its founding, purposes, and a statistical outline of the
individual institutions. In succeeding sections he will examine the
Association'’s environment, Central Staff, Board of Trustees, and the

programming process.
HISTORY AND BACKGROUND

It is of major importance to identify a project's locus of initia-
tion in order to determine individual commitments. The idea for the
Association came from a wealthy benefactor who, concerned with education
and its advancement in general, with the development of educational
institutions in his section of the state, and with establishing a means
of equitably meeting the financial needs of the local colleges, brought
the idea of inter-institutional cooperation to five college presidents.

His orientation was mainly "external," his interest in education was
widely known, although there was some self-interest involved--an arrangemént

40




) 41
would ease the pressures on him for individual giving., Also, he vas
\ peripherally involved--he would not reap the major benefits of such a

pattern and had no intentions of doing so.

R

He sponsored a trip to another college center for the five presidents,
orienting them to the advantages inherent in such a pattern, gave each
institution $1,500 to investigate the validity and potentiality of a
similar arrangement for itself, and after exploratory meetings, the group

decided to incorporate,

- It was becoming known in academic circles that foundations and

government agencies were favoring consortia for grants purposes. The

R
f

appetites and needs of individuwal colleges were becoming more and more

expensive to satisfy, and cooperative endeavors smacked of "efficiency."

The potential for collaboration was great, and joint projects were more

easily funded than individual requests.

§ During the first years, 1961-1963, the member colleges assessed

themselves of a total of $24,000, while the benefactor either personally

or through his corporaticn contributed a total of $100,000.

. By the fall of 1962 the Association's Director reported to the

Board of Trustees that tte central funds were being expended too rapidly

i and that sufficient planning and'support for obtaining new grants had not
been evident. He indicated that he "followed up" possibilities for

- foundation help, but sizable grants were not indicated, Then, after

i appealing to his board members to make routine formal appeals themselves

or through their develcpment officers, he finally had the group agree to
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have these development officers assemble to discuss a common approach
in appealing for central ‘funds.
Initially, the institutional presidents were "“internally" and

"peripherally"” involved.
PURPOSE AND ACTIVITIES

The purpoées of the Assoéiation, according to the articles of
incorporation are:

a. To act and serve primarily as an organization
through and by means of which individual colleges
and wniversities may by Jjoint and united action
(1) more effectively and efficiently achieve and
carry out their separate corporate purposes and
aims, (2) tc develop, promote and maintain pro-
grams and projects in support of their separate
educational programs, including those which may
be beyond the means or abilities of any one college
or university and (3) enlist the cooperation of
other area educational and cultural institutions
in educational progrems beneficial to the area in
which such colleges and universities are located.

This provisional charter was made absolute in 1966, signifying that in
the eyes of the state "the corporation (had acquired) resources and
equipment available for its use and support and sufficient for its
chartered purposes...and (were) maintaining an institution of educational
usefulness and character....”

The Association is composed of a number of committees whose members
hold administrative positions within the individual colleges, although
faculty are represented on the special interest groups: academic deans,

admissions deans, personnel deans, advisors to student government, arts

program, atelier studio in Paris, business managers, CORD representatives

(educational reseavch grant), development officers, foreign area studies,

'
i
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international education, librarians, nursing directors, publicity officers,
registrars, research council (grants to faculty), scholarly Jjournal,
scientists, summer sessions director, visiting scholars representatives;
and departmental chairman in English, history, economics and business
adninistration, and sociology/hnthropology. In essence, two types of
committees are represented: those whose functions are the distribution
of rewards and the others which have a problem-solving orientation,

The Association, through the initiative of the Central. Staff and
the committees, sponsored a variety of activitles and meetings during
the first few years: block-booking of artists, travelling lecturers,

a national conference on institutional cooperation (funded by the Fund
for the Advancement of Education), a programmed learning workshop,
research grants to faculty from member institutions, a student leader
workshop, conferences for secondary school guidance counselors, faculty
seninars, a coordinated evening session bulletin, as well as periodic
meetings of administrative officers from the associated colleges.

In addition to these events, a major feature and activity for the
Assoclation was broached by a local corporation with world-wide activi-
ties, in the sumer of 1964. Although unrelated, except in a minor way,
to all of the member collcges, it was decided to place a Graduate Center
under the Association umtrella--to serve the .needs of the community, the
sponsoring corporation, and other local industry. This activity will
not be discussed later inasmuch as it does not relate to the college
program. However, it is important to recognize that the Graduate Center
gives legitimization to the Assocliation as a whole., It creates activity

for the Association, gives it a daily purpose, as opposed to periodic
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college oriented programming, provides public relations material, and
opens doors to local industry for grants, which are slow in coming. The
Association treats this major project as it does all others in its annual
reports--part of the normal consortium operation. |

In the latest semester, Fall 1268, eleven credit courses and six
continuing education seminars alttracted students from twelve school
districts, four colleges, two churches, one library, and three government
departments. The local sponsoring industry supplied more than half of
the 300 enrollees and contributed over $400,000 during the first three
years of operation, 1965-1988.‘ It is estimated that continued operation
to the spring of 1971 will cost this industry another $550,000.

The Graduate Center does not have the authority to grant degrees,
only the involved instituticns can do so as individual colleges and
universities. Although an Association spokesman indicated that a strong
Graduate Center may produce fears in relation to the development of
graduate degree programs in the consortium institutions, he pointed to
the Center's specific objectives and clientele. HNeveriheless, expansion
in its evening courses could negatively affect enrollment in one member
college's evening division which has a higher tuition fee. In addition,
enlargement could take a greater commitment of staff time to the dismay
of consortium presidents who feel, at present, that the Center 1s not
Aetrimental to the Association given the limited claims it has on its
resources.

There is great potential in the future of %his activity. Two of
the Tive colleges who give ccurses are Association members. With an

expansion of involved colleges and a cucriculum. withh a wider range than
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the engineering, business administration, English, and education courses
now offered, it could become the'capstone of the consortium. It could
develop a unique program by utilizing the resources of the member colleges
for a super-masters or teaching doctorate. However, the probabilities of

such potentialities becoming realized are very low.
MEMBER INSTITUTIONS--STATISTICS

There are five charter members of the Association, one disaffiliated
and five joined since 1961, The terms of membership include the follow-
ing: the prospective colleges‘must agree to participate fully in various
planning committees but not necessarily participate in every project,
pledge careful deliberations in use of the Association's funds, agree to
active support of the President of the Association in fund raising,
promptly pay their dues, and attend board of trustees meetings.

University A (joined in 1961).1--This inétitution, chartered in

1857, is privately controlled, non-sectarian, and has programs in liberal
arts, nursing, and geramics. It has a 140,000 volume .library, a faculty-
student ratio of one to twelve, with 60% of the teaching staff holding
doctorates.

There are 1025 men and 475 women. The means of the SAT are 550V
and S575M with 30% of the incoming class in the top 107, and 90% in the

top 50% of their high school classes. Twenty percent of the student body

1. The statistical information was comniled from James Cass and Max
Birnbaum, Comparative Guide to American Colleges for Students,
Parents, Counselors, Harper and Row, New Yori, 1985; Gene R. Hawes,
The New American Cuide to Colleges, Columbia University Press, New
York, 1966; Clarcace E. Lovejoy, Lovejoy's College Guide, Simon and
Schuster, New Yorlk, 1968. C .




is from out-of-steate.

College B (joined in 1961).--This is a co-educational, publically

controlled community college founded in 1956 and has the traditional
mixture of liberal arts and technical programs. It has a 35,000 volume
library, faculty-student ratio of one to twenty, with 25% of the faculty
holding doctorates.

There are 1,000 men and 750 women with & SAT V and M range of
400-750. Twenty percent of the freshmen are in the top 10% and 75%
in the top 50% of their high school classes, with 70% of the graduates
continuing to four-year institutions. Ten percent of the student body
is from out-of-state.

College ¢ (joined in 1961).--Tuis college is a women's, non-

sectarian, private, liberal. arts institution founded in 1855. Its
library has 100,000 volumes, and it has a faculty-student ratio of one
to fifteen with 56% of the staff holding doctorates.

The 1,200 women have a SAT V mean of 560 with 40% of the freshmen
in the top 10%‘and 20% in the top 50% of their high school classes,
Forty-eight percent of the students are from out-of-state.

CollegesD (joined in 1961).--These are coordinated private liberal

arts colleges founded in 1822 and 1908 respactively which, although non-
denominational, are affi’iated with a church. The library holds 118,000
volumes, the faculty-student ratio is one to thirteen and 50% of the
teacﬁers hold doctorates.

There are just over 1,000 men and 400 women, the V mean in the male
college is 570 and the M average is 600. TForty percent of the freshmen

are in the top 5%, and 70% ave in the top 50% of their high school
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classes. These colleges attract 40% of their student body from out-of-
state.

College E (joined in 1962).--This institution, founded in 1892, is

a co-educational, private college with programs in the liberal arts,
music, and physical education. It has 112,000 volumes in its library,
a faculty-student ratio of one to fourteen, with 40% of the staff holding
doctorates.

There are 1,750 men and 1,750 women with SAT V and M means of 575.
Ten percent of their students are in the top 104 and 75% in the 50% of
their high school classes. Thirty-five percent of the students in this
institution are from out-of-state.

College F (joined in 1962).--College F, founded in 1890, is a

women's independent, liberal arts institution, which is church affiliated
but non-sectarian. It's library holds 53,000 volumes, and it has a one
to twelve student-faculty ratio with 30% of itt 3La’f holding doctorates,

Tts 850 women have a SAT V aud :» mean of 550, with 94% of the
incoming class in the top 50% of their high school classes. This
institution has 43% of its students from outside the state.

College G (joined in 1966).--A women's private, independent, two

year college founded in 1824 with liberal arts and professional studies;
it has a 20,000 volume library, a one to fourteen student-faculty ratio,
with 17% of the faculty with doctorates.

The student body of 530 has a combined SAT V and M mean of 880.
The college accepts 3 1/2% of their students from the top 10% and 32%
from the top 50% of their high school classes, and 37% are from out-of-

state.
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College H (joined in 1966).=-~Thls private, co-educational, four

year college, with liberal arts and professional programs, was founded
in 1928, and severed its church connections in 1968. It has library
holdings of 72,000 volumes, a student-faculty ratio of one to eighteen,
and 36% of its.faculty hold doctorates.

It has a student body of 760 men and 800 women, a SAT mean of 550,
accepts 40% from the top 10% and 95% from the top 50% of their hirh
school classes. Twenty-three percent of the students come from out-of-
state.

College I (joined in 1966).--This is a women's, non-sectarian,

liberal arts college founded in 1868. It has library holdings of 148,000
volumes, a one to ten student-faculty ratio, with 75% of the teachers
holding doctorates.

Six hundred women are in this college, and they have a SAT V and
M mean of 800. Fifty-six percent of the student body are in the top 10%
and 97% in the top 50% of their high school classes, and 50% are from
out -of-state.

College J (joined ir. 1961 and disaffiliated in 1964).--~This co-

educational state institution was founded in 1857 and is a liberal arts
college with major emphasis in teacher preparation. It has a library of
73,000 volumes, a one to fourteen student-faculty ratio, with 22% of the
staff holding doctorates.

h There are 2,200 stuvdents with a SAT combined mean of 1025. Fifteen
percent of its freshmen are in the top 10% and 75% in the top 50% of
their high school classes., Ten percent of the students are from out-of-

state.
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Most of the institutions are private liberal arts colleges with
students vho rate similarly on SAT scures. However, there are major
differences among the schools, and these are related to problems that
the consortium faces. The difficulties will be discussed in detail when

the study deals with the individual colleges as social institutions.

These sections have attempted to impart an orientation to the
Association~-~its founding, purposes, early programs, and a profile of
the membership. The enviromment in which it is located is discussed in
the following section, and its influence on inter-institutional cooper-

ation will be examined.
THE ENVIRONMENT

There are geographical, political, social, and "professional"

environmments within which a voluntary association exists.

IHE PHYSICAL, ENVIRONMENT -

The literature on consortia stresses thé importance of the proximity
of institutions vho maintain voluhtary programs. And it is right for
emphasis to be placed on this point: geograﬁhic proximity is functional
for cooperation; wunless = mechanical communications system exists to
off-set the problem of distance. Sharing facilities and exchanging
students or professors for a period or a day, committee meetings-~all
are more difficult or eveh impossible beéause of a large radius among

the Association's Colleges. And, of course, an aura of interdependence
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is more difficult to attaiﬁ vwhen the closest institutions are more than
twenty miles and the furthest eighty-five miles apart. One way trips of
two hours limit interaction, and if a central location is agreed upon
for all schools, tuls would prevent most of the colleges from hosting
meetings on their campuses. Not only are meetings missed, many times,
because of distance involved, but travel time serves as a convenient
excuse for those who are only periphally involved in the consortium's
activities. This is not to deny a cost on the part of those travelling:
for many people an entire day is devoted to a two hour meeting, meaning
lost time for one's institutional business and fatigue.

The time commitment involved in travelling affects the initiation
of nev ideas as well as meeting representation. In at least one case,
an admissions officer lost an opportunity to "sell" an idea on the
agenda, his idea, because of absence due to travelling problems.

Distance also affects the possibility of what faculty will administer
programs. HMany of the projects chaired by faculty are done by those in
institutions closest to the hecadquarters; it certainly allows adminis-
trative activities to be more efficiently conducted and causes less
resentment and work if the central secretaries can type and duplicate
program materials., One faculty member complained bitterly about the
lack of administrative a“tention he received for the program he conducted,
a situation vhich would have been avoided if he could have worked closely
with the center.

In addition location affects the possibility of gaining hard we-
sources from the environment. Iocal industry do not see a "natural

consortia” in their rcgion and do not Tavor contributions to it; they would
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rather give to the individual colleges, who do not object to that arrange-
ment. . Lack of p}oximity puts Juét one more Burden on the Association
President vhen he solicits glfts.

Furthermore, proximity affects the willingness of institutions to
share equipment. Many such ideas were inibtizled by the center with regard
to computing and scilentific hardware, but the proposed locations were
too far from the colleges, the members thought, for equitable use. A
psychological distance may be harder to breech than a physical one.

A standard argument for cooperation among colleges is that of
efficiency, usually with regard'to purchasing common items of maintenance
and equipment. However, distance between colleges lessens this poteutia-
1ity. Many of ‘the business officers of the Association®s colleges feel

that the financial costs, and the cost of control, for operating a

‘central distribution point, complele with vehicles and personnel, would

outweigh the savings. And, in addition, these staff members see

potential conflict: what college would receive first delivery?

Time between points is only one consideration whea establishing
consortia. The second is the natural transportation regions or
"ysychological regions™ in the state. A major highway running through
a state very likely affects thinking about the regionalism of sister
institutions in that section, regardless of the time it takes to reach
them. With regard to the Association, the member institutions are
scattered in different "logical regions” which affects their perceptions

of comnwonality. College A, for instance, is establishing a study center
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in a major city in the Western portion of the state where it identifies
itgelf, rather then in the central section where the Association head-
quarters is located. A number of members are joining a state association
in the western sector rather than in the south-central area.

The importance of regionalism was. demonstrated when the admissions
officer's committee was planning 2 heavy schedule for secondary school
guidance counselors visiting the Association's colleges. The comnittee
suggested that the visitation be split in helf, with each group observing
colleges within two geographical regions; but the idea was vetoed by the
Board of Trustees.

The Association membership is linked psychologically by some rather
large bodies of water around vhich some of the institutions are located.
But, lacking bridges, this potential wnifying point hinders rather than

spurs interaction.

Consortia must also consider the weather factors :and the urban-~
rural situation.

The winters in the Association's locale are severc and after late
fall, meetings are arranged on the remote rural campuscs only with
cauntion. There is evidence that some committees arrarsge thelr meeting
schedule so as to visit these remote institutions during the spring;
but many times, these colleges' representatives cannot leave their
campuses to travel to other institutions during the winter months.

The Association initiated a library processing center in 1968 and

located it centrally, as well as in an urban enviroimient. It is of
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some significance for urban areas to be part of the consortium region

vhen large centralized facilities are planned. Citles are attractive in

recruiting staff, and have established transportation systems facilita-
ting acceptance of and delivery of commodities to members. Adequate
air facillties also aid in travelling scholars programs by providing
links with the cosmopolitan centers from vwhere the lecturers usually

come.

THE POLITICAL-SCCIAL ENVIRONMENT

[

The physical environment--geography, transportation, urban-rural,
: weather--has the significance usually attributed to it. However, the
constraints resulting from the political-social environment usually
- receive léss attention.
The political complexities of the state and nation affect the
viability of the consortium. As was indicated earlier, one of the
‘original members disaffiliated three years after joining. College J
is in a state adjacent to the one in vhich the consortium is located,
- although it is only thirty miles away. Tne major reas:-u for leaving

the group was its state's attitude toward public money leaving the

[

political area and e .ering another jurisdiction. Theie were also
bureaucratic difficulties; for instance, the college reeded official

approval thirty days before a vehicle could leave the state, which was

e _L—-..

usually impossible to arrange.

On the other hand, the political attitude if positive, can help

A

insure success. The chancellor of the public higher educational system

in the state in which the Association is located came out publically in

1
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favor of state institutional involvement in private consortia. He
suggested for instance, "the novel. possibility of creating a new kind
of graduate centers by combining the staffs from both the public and
private universities." Thus, the position of the state-supported
institution in the consurtium is secure, if only from a political per-
spective,

Needless to say, the strength of the economy influences the
availability of foundation and government support. The Association
looks ahead to a bleak year because of the Viet-nam war and a profit
decline for some of ites rasic contributors. Since the individual colleges
rely on similar sources of support, the differential will not be able
to come from this sector, and the viability of the Association is going
to be tested rather severely.

As the financial support problem so clearly indicates, environ-
mental concaern is needed to stimulate activity. But in many cases, it
is not the positive support which has the main effect of spurring co-
operation, but the issue of the individual institation's survival in
the environment which motivates the representatives to band together.

A negative rather than positive motivation, the issue of survival,
can obtain on two levels. Elther it can be survival as prestige
schools or simple economic survival whicih: is at issue. In neither case
are the Association's colleges threatened. Although some of the colleges,
notably Colleges D and I, are fairly prestigious nationally, the others
are neither on a high prestige base nor learning toward the periphery
in declining prestige.

Although these institutions are facing greater and greater

T o e
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competition from the state institutions for new candidates, the admis-
sions officers report that conditions are not yet too severe, that
standards have not been noticeably lowered, The President of College C
reported centingency plans which would have gone into effect last year
if admissions had fallen below a certain level. But they did not. This
is not to say the potential problem is not serious, but it is expected
to become worse.

The state commissioned a study of the private higher educational
system and substantiated the impressions of the Association's college
presidents. The ccmmission reported, "Our own best judgment is that
their needs are real and important but in most cases not desperate."
Among the recomendations made was the establishment of a planning grant
fund by the state "for the purpose of stimulating inter-institutional
cooperation, public and private," finding at present, "little evidence
of inter-institutional coopeljation on the scale necessary to achieve
significant educational and economic advantages.”

The Association met with guest visitors to ponder the significance
of the study. However, the report mainly was a call {or state action
to aid the nprivate colleges rather than being addressed to the separate

institutions.

It should be noted that social support to a consortium can have a
negative influence, rather than no influence, on colleges which are not
part of the voluntary agreements.

A Federal govermuental agency funded a Congortium Rescarch Grant
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for the Assoc”~tion, providing "seed monecy" for faculty in the arca of
educational research. The agency verbally guaranteed that proposals
"seeded" under the grant would receive preferential treatment when they
were to be judged ay full-fledged proposals for regular research funds.

"seeded" by one

Although the agency wants to guarantée that proposals
of its grants will be more heavily funded under another when it comes
"of age'" this potentially limits the amount of funds for non-members
inasmuch as the funding agency has a limited budget. This procedure
also addresses itself to the topiec of equality versus quality, the
government in this case, desiring to strengthen the small colleges, bub
in order to do so, having to deal with the poorer schools on their level.
Later in the paper this issue will be discussed with regard to internal
research funding in the consortium.

The influences listed above have been mainly political-educational.
However, in the realm of the purely social, there are societal lawvs,

and norms and behavior patterns which must change if consortia are to

function most effectively.

Postal regulations limit mailings on a permit to non-taxable
institutions for that orgznization's literature. Thus, one admissions
officer had a large number of‘common public relations mailings designed
and printed by the Association for his use which he felt could not be
legitimately mailed. These admissions officers also face difficulty
when visiting high schools for recruiting purposes. Although the argument

is often made that admissions people ought to recruit for all the
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consortium's colleges as well as their own, high school guidance offilcers
give limited amounts of time to any one “representative" on a visitation,

Thus, there is the feeling that a recruiter's specific aims would be

et O

compromised by fulfilling the larger purpose, that an accomodation would

be difficult. There is also the feeling on the part of admissions people

that personal exchanges with guidance counselors, which have becen built
over the years, would be threatened by enlarging the opportunities for

rewards by the secondary school officer.

Colleges and universities may belong to more than one consortium;
thus, the judgment as to the scope of any one of them must te made in
full knowledge of the total relationships. Many of the meubers of the

- Association belong to a statewide fund-raising foundation that not only
modifies the need for development officers in the Association to join
forces for similar reasons, but also creates a dilemma as how to treat
the votential donors who might be solicited by the same pecople repre-
seriting twe voluntary consortia. There is also a statewide commission
on independent colleges which acts as a spokesman for the private
sector, And, in fact, the state study group meniioned previously
recomended that it be recognized as "the voice of the private institu-

' Also, many of the Association's colleges participate in a conmon

tions,'
purchasing plan outside of the consortiwn. It should be noted that
inasmuch as some Association institutions do and others do not belong,
the potential needs of the excluded probably would not be met within

the subject voluntary group.
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Not only do outside consortia fulfill functions for the members of
the Association, they alsc compete with the Association. A statewlde
library processing center nearly came into being, and would have had,
and still may have implications for ihic viability of the Association's
center. Not only would the support of College B be in question, but
contracts from non-members would be more difficult to obtain. The state
also operates an admissions system vhereby a student can spply to more
than one state college simultancously. College B has .ought inclusion
in that plan and would be ha£d put to explain participation in a similar
Association plan should it mééérialize.

It should be noted that the Association, as any organization, tries
to co-opt and bargain with the other elements with vhich it is competing.2
It is hoped by the Central Staff that the processing center will soon
begin negotiating with the state, to have the larger system utilize the
Association®s facilities. A state system would represent a potantially
significant threat Lo the processiﬁg center's viability.

Mot onrly do individual colleges belong to numerous consortia and
could they be in competition, but there are a number of relationships
between the individual institutions which may or may not have been
initiated through the channels of the subject consortium. The admissions
officers contact each other and other colleges not in the Association
when they have a "find" that they cannot accommodate themselves. The
two-~year colleges attempt to establish a relationship with the four-year

institutions in the Association so as to have a place for their transfer

2. Sce James D. Thompson and William J. McEwen, "Crganizational Goals
and Fnviromment: Coal Setting as an Interaction Process,” American
Sceiological Review, 23:26-28,




students. College D and E have cooperated in a photography course.
These contacts are not initiated under the Association umbrella, bub
they are more likely to be made because of the Associatlon.
Qutside contacts smong the colleges have negative as well as pocitive
implications. An administrator at one of the Assoclation's coulileges had
a negative attitude toward course sharing with snother member just oue
half hour away. This person had had some poor experience with this
school when trying to establish a similar program cubside of the

relationship.

It was indicated that the Association is open to contacts with
colleges outside the consortium. The Central Staff, trying to build
these relationships into more permanent ones, do not charge higher
rental rates Tor using the Association's facilities than the use~fees
placed on consortium members. In one instance, a major university used
a research vessel belongiryg to the Association but some members feel
that it should have been rcharged a higher rate. They fecl that advan-
tages of belonging are being compromised. However, negotiations for
areas of coopecration with this inst tution have been partially successful.
On the onc hand, this institution wants full paymnent for any services
rendered ineluding contritutions to its research library®s acquisition
depariment if the library is officially used by the Association's
colleges. However, there is & joint sociology project developing be-
tween this rescarch wmiversity and the Association colleges, where both

have to gain. Finhaneinl considerations will not be made with the




contracting schools for the library processing center; they will be
charged a higher rate because oniy financial geins are seen as accruing
from these sources.

The individual colleges have commitment:: to the local "communities"
which prevent utilizing the potential of the Association. Many schools
have trustees who, Deing insurance agents, have first claim on their
inétitutions, preventing a common and efficient insurance plan from being
instituted. College E faced extinction a decade ago and might very well
have expired if it had not been for debt forgivencss on the part of the
local mewrchants, In addition, the school operates a strong booster
association which brings in thousands of doilars in contributions. It
is natural then for a commitment to local purchasing to be strong. This
institution has an obligation prior to any with the Association in this

regard.

Finally, it is'suggested that programs sponsored in the consortium, }
the colleges' enviromment, both force and focus change; rather than
being mere additional program areas for the member ins*itutions. Dues -
charged the Association members are returned to the colleges for {
visiting lecture programs and research activities that were either non-
existent or much smaller activities before consortium involvement. Both !
programs have implications for radically changing the environment and
expectations of students and faculty. (

In addition, a very complete study was made by the consortium in i

the area of fringe benefits for the Central Staff. It certainly
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acquainted the institutional. presidents with an equitable package and

provided a good reference for analyzing one's benefits on the home campus.

THE PROFESSIONAL ENVIRONMENT

The last environmental influence considered is that of the profes-
sional groups to which the Association representatives belong.

Some functional groups have strong professional organizations which
negate the need for consortium activity. The development officers, for
instance, have a strong group in the central section of the state. Thus,

' and advice are exchanged freely outside the Association, and the

"tips'
concortiwm's committee has a reduced potential of activity.

The changing nature of the professional field creates the basis for
cooperation, Librarians are spurred to cooperate because of the radical
changes in their craft promised in the next few years; faculty cooperate
in introductory disciplinary seminars because of the changes occurring
within disciplines., There are a number of Association faculty groups
t at invite noted speakers 1o give introductory talks in a disciplinary
subspecialty.,

The norms of a professional grcup affect the cooperative potential,
The business managers conceive of much of their information as confiden-
tial and do not want to share it with counterparts in other institutions,
although they do want to know vhere they stand in relationship to each
other in some areas; academic deans traditionally question proposals
and initiate little, and never meet in the consortium although they
constitute an active committee; librarians are embued with a spirit of

service and cooperation and are the most smoothly functioning and fruit-
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ful conmittee of all., Thus, professional criteria affects interaction
within a consortium.

It should also be noted that consortium programs are limited to
what is seen as "professional" behavior within the different professional
groups. The admissions officers, for instance, would not have a common
interview location for prospective students or advertise for undergraduate
interviews since this is considered improper within their framework.
There are varying opinions as to what is professional conduct and a pro-
fessional role. The Association's public relations committee agree on
little because the individuals.are split into two camps--those who feel
that public relations is self~serving propaganda, and those who believe
it has an educational value for the community and a policy-making role
for the organization. These polar positions prevent communication and

subsequent projects from developing.

This then is the influence of the political, socizl, geographic,
and professional environments on the consortium. The .\ssociation’s

Central Staff will now be examined.
THE ORGANIZATION

THE CENTRAL STAFF
Background
The Association's staff consists of four full~time administrators,

one librarian for the graduate center, two executive sccretaries who are

in charge of graduvate program and booklkeeping functions, a secrctary to
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the president, and some peripﬁeral personnel, not including the library
processing center staff. The full-time administrators include the
president of the Association, an assistant to the president who is also
in charge of public relations, a dean of administration for the Graduate
Center who is also the Director of the Research Development Program,
based on a govermment grant, and a program associate who works with
various committees and has a part to play in an amazing variety of
activities. The division of labor is not strict--most staff members are
involved with aspects of the program.that are not their official. respon-
sibilities. That this occurs in a small staff located in a converted
personal residence, separate from any member campus, is to be expected.

To date there have been three presidents. Reasons for the resign-
ation of the first are unclear, but the second was asked to leave because
of conflizts with the institutional presidents.

In correspondence with the Board before joining the staff, the
former president made it clear that he wanted to be in a leadership
position and not subservient to the college presidents in administering
the consortium. He received such assurances, which in fact did not
materialize. A few months after his appointment in November 1964, he
outspokenly indicated to the Trustees that they spent too much time on
the consortium’s adminis’:rative details and he desired a clarification
of his and thelr responsibilities. He also had to work with a shortage
of staff and a recalcitrant bookkeeper, which negatively affected his
output. And after telling the Trustees that they were presidents of

"small" colleges, both they and he sought a change.
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The Current President

The incumbent president of the Association, having experienced some
personal confliet in his previous position as admissions director in a
member college and with a desire to influence the educational scene in
this country, joined the staff in 1965. His credentials are very
respectable: a B.A, from a prestigious liberal arts undergraduate insti-
tution, Phi Beta Kappa, a Rhodes Scholarship, and a doctorate in inter-
national affairs from a major university.

Of great significance is a clarification of the president's
responsibilities, as they actuélly are and as others feel they should
be, in oxder to both understand his behavior and the problems of the
Asscciation.

A review of the Association's files and the Board of Trustees
minutes points to an amazing variety of tasks with which the President
becomes involved: he asks the provost of one institution if he would be
interested in hosting a state sponsored seminar, he pursues the possi-
bility of a systems study of the consortium, asks inst:.tutional pres-
idents for faculty nominations to seminars, sends a chack to a visiting
professor, asks a University of Chicago professor for suggestions on
visiting lecturers, answers registration questions for tlhe summer
programs, solicits grants by mail and in person from local corporations
and Washington agencies, helps write a proposal to the National Science
Foundation, congratulates members of institutions upon promotion, gives
views on impending legislation to Congressmen, meets with various
Association committees to suggest ideas for new projects, and tries to

locate a diesel marine generator for the Association's resecarch vessel.



.

|

65
This list could be expanéed, but it is apparent that the President's
tasks involve Woth administrative end lecadership functions.

Many administrative personnel have duties which include both routine

" and innovative arcas. The President’s difficulty is that he sees himself

as an educational leader, desires to establish new programs, and give
greater viability to consortia as a form, while his "superiors" on the
Board expect him to be an administrative aide carrying out their will,
ani finding new sources of revenue to keep the center alive. In short,
according to the theoretical fremework, the President is externally and
centrally oriented, while the presidents are internally and peripherally

involved.

This dichotomy leads to two major difficulties. TFirst, it raises
the issue that the Association has already begun to consider, but has
not resolved, as to whether the consortium is a separate entity or
whether it is a voluntary association. If the President had t§ vait
until the Board or committees innovated or programmed activity, little
would be accomplished. The consortium head desires to enhance, on his
initiative, the Association's activities. Some individwal presidents,
conceiving the President to be an "administrator,” object to the publi-
cation of an annual report. They visualize a voluntary association, and
would rather sit monthly to listen about minor committee activities than
actively support the President in charting new courses for the group to
follow.

It is presumed that voluntary associations encounter definitional
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problems after they have been functioning for some time and have bullt
"relationships on their own. The Association, not only faces this
definitional issue, but does so with "members" who are as sophisticated
as-the Association President in thé operation of an educational organi-
zation, and who desire that the consortium become involved in programs
that only peripherally affect their campuses. Unlike most voluntary
groups, this is no social club or union organization with a less sophis-
ticated membership.

This role dilemma was manifested in the action of a community member
of the Board of Trustees who initiated a report on the Association's
operation. He recommended that the President be renamed "Dean” and 'be
responsible for the operation of the central office and the implemen-
tation of the policies as determined by the Trustees and the DBoard of

Directors.” The President remarked angrily to this diminuation of role

as implied by the change in title, and said he would exXchange the present

' The trustee also recommended that a consor-

one only for "chancellor,'
tium title be chosen that sounded less like an entity and more like a
voluntary group.

Not only does the role problem raise the issue of the nature of the
consortium, it also affects the manner in vhich the President conducts
himself, regardless of the content of his tasks. Fiedler‘5 suggests in
his contingency model,, that effective leadership results from different

mixtures of task and human relations dimensions vhich are related to the

nature of the organization within which one operates. If Fiedler is

3. Fred E. Fiedler, A Theory of Leadership Effectiveness, McGraw-Hill,
New York, 1957.

em——-y
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correct, then contradictory bechavior or radical changes in behavioral
patterns would be required if onc worked for one moment in a voluntary
association, and in the next for a monocratic organization, or if one
were unsure of the nature of the organization,

Various expectations of behavior are not only suggested by the
contingency model; they are, in fact, cxpected by those in the Association.

Those interviewed were asked how they perceived the role of the
Association President. He is expected to be aggressive in initiating
new programs, a coordinator, a channel of information, an energizer for
others, a public relations man, and a diplomat. In the same interview
the President described his main role as both initiator and middleman.

In a letter to the president of a member college, he says a con-
sortium president must fight for time with local college activities,
and the cooperative usuaily loses. 'fhis is perhaps natural for power
is relative and power is local and all power resides in the individual
canpuses as far as voluntary cooperation is concerned.” fThe Central
Staff must support a college's individual interests, "identifying these
interests and relating them to the cooperative program is a necessary
task for the administrator." 1In practice, there is a thin boundary

'and it is a frustrating chore waen

vetween "identifying'" and creating,’
it must be attempted for nine colleges with regard to the same program.
Because of the widely differing demands of the position, it is

natural for role conflict tc affect the incumbent. Parsons4 predicts

that role conflict will produce anxiety, fantasy, hostility, or hitting

4, Talcott Parsons, The Social System, The Frce Press, (Glencoe, 1951,
Pp. 404~405.
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out reactions. Tne President finds himself growing "impatient,” "abrupt,"

"anomic." He feels he is "getting old" and "biting."

The theorist believes someone torn by role conflict has a two-fold
necd: to express resentment or hostility which the frustration arouses
and to protect by defensive adjustive measures the cathectic investment
in the relationship. Perhaps this explains the following exchange between
the Association President and a new college president who had just come
to one of his first Board meetings. First, the consortium head apologizes
for being a dismal companion after the Board meeting and then tells him
of funds (a small unattached gfant) vhich is available to nurture
individual talent vhich the college president can ask for when needed.
The President closes by saying, in retrospect hie is pleased about the
trustees meeting and is proceeding immediately to carry out the decisions
reached. Ile then thanks the new trustee for his contribution to the
session.

Also faced with the frustration of dcaling with committees vho
would usually rather exchange polite information then -)ilan programs or
investigate the viability of new ideas, he has all but abandoned the
committee structure. He works closely with specific rapresentatives,
whom he identifies as being interested in the consortiwi. This strains
the organization from being a voluntary group into a rionocratic organi-
zation with leader delegated tasks to subordinates.

To be explained as a defense mechanism, the President at times
ignores suggestions by committees which will upgrade the Association but
create problems with a "quick to strike back" Board. For example, to

give the consortium the appearance of legilimacy every publication designed
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for specific programs lists every altraction that ever appeared in
similar previous projects. The brochure on the current roster of
visiting lecturers lists them from 1381 to the present. The publication
on resecarch grants lists this years recipients as well as the first
awards. The public relations committee recommended that the format of
these publications be changed: there is strict adherence to listing
alphabetically by college, which at times, subverts common sense. A
booklet has research abstracts, from work accomplished under the
Association's grants, which are grouped not by subject, but alphabeti-
cally by college. The joint extra-curricular program calendar is not
listed by date, but by separate college. Tne reccommended change was for
nore logical groupings and was ighored by the President; the suggestion
vhich was the result of an effort to comment on consortium publications
did not merit a reply to the comnittee. As a result, some of the
committee members felt they were serving a useless funciion and became

less involved in futwre committee work.

lMiost college presidents in the Assoclation pity the consortium
leader; they know how difficult it would be for them to initiate and
negotiate among nine college presidents who have strong feclings about
institutional autonomy. The presidents are aware that the frustrating
interaction has put the continued incumbency of the Association Proesident
in doubt; in fact, they wonder how he has survived so long. And, with
questions of tenure raised, a spirit of uneertainty and a greater impetus

not to engage in long-range projects scems to be evident among some.
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This, at the same time that the President travels incessantly, attamting
to attract grants for the organization.
Parsons5 suggests that goal attainment is not the lone source of
gratification, also of significance is the achievement of a value-
standard for vhich ego and alter give thelr approval. In these terms,

the Precsident is quite ungratified.

Other Staff

The problem of definition does not affect the other staff members
as it does the President. They were hired for more spceific responsi-
bilities~~the administration of a grant, bookkeeping, or public relations;
but this is not to indicate that conflicts do not arise here.

Although responsible for more specific tasks than the President,
the staff members do become involved in a variety of activities--from
advising committees, to helping individual members perform consortiunm
functions. The committees that any one person deals with have such
divergent aims, contain such a variety of people, that for one person
to negotialte successfully among them rejuires a generalist's approach
and a specialist's knowledge.

The public relations staff member, the second in command, is compli-
mented by the public relations committee for his writing, but criticized
for his "layout"; he is complimented for devising a general admissions
brochure, but chided by the admissions officers for putting in the wrong
informetion and not understanding what is meant by "financial aid" as

a broad concept. A staff member is praised for informing colleges about

5. I0id., p. 423.
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opportunities in educational research, but criticized for not knowlng
what is meant by that term. A committee advisor feels obliged to plan
programs for the English professors because of the few idecas coming
from that source. ILacking knowledge of that discipline, his good will

will not bring him far,

There is a more serious problem with the activiities of the staff
than the need to be generalists and specialists at the same time.
Specifically, vhat with the tenuousness of the collepges' commitment and
the need for outside funding, committeec activities and scholarship are
at times subverted for money-making schemes.

The grossest example of this is the "Scholarly Journal," that has
been in the planning stages since 1963. The Board and the Central Staff
need a publication to place on the coffee tables of foundations. A
committee was formed to look into a research Jjournal toward which faculty
from the member colleges ::uld contripute. From the beginning to the
present day, the cosmopolitar faculty both on and off the committee say
they will not contribute %o such an organ, but to their disciplinary
Jjournals. The locals, on thne other hand, see this as an opportunity for
easy publication. The committee was advised by a noted editor that the
project is unfeasible for numerous reasons--cxpense, time commitment, and
number of articles needed for backlog being only a few. Yet the committee
still remains, most of its "members" being unavare of its existcnce until
it was recently called inte sessicn,

The Central Staff is publishing reswnes of rescarch projects funded
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by the Association's vesearch grants. With the "artlcle" supply rumning
low, the faculty was called togeﬁher to inject spirit into the project.
Once again, there were major disagreements as to the "journal's" purpose
and format. Those most satisfied with the new attention were those who

want to copy the Satuvrday Review.

The means determine the ends in this Association. Numerous pro-
posals are filed and grants opportunities investigated which if success-
ful determine the nature of the programs. Seldom does deliberation and
choice precede application for funds. This not only subordinates the
goals to the opportuwnities, buf can be expensive. A meeting of academic
deans was called to decide how a small grant should be used. The cost
of the meeting based on the salaries of the committee members equaled

the amount of the grant.

Continuously "selling' new program ideas, the Central Staff has
little chance of success unless the roject is financed by outside
sources, creates no dissension within the committee, and is peripherally
related to the colleges. Given the attainment of thes: criteria, con-
flicts result when programs have implications for how the colleges
routinely operate. Cataloguers at one institution were upset because
the library processing center did it differently. An institutién's
business manager was annoyed when the staff asked him to arvange his
books to account for a consortium grant in accordance with the government
auditor's reconmendations, and the business managers unfamiliar with

neyw accounting procedures resulting from consortium involvement balked

e
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at the changes.

Most conflict by the individual colleges directed toward the staff
occurs when onz institutional reprcsentative does not tell his colleagues
at home about arrangements made in the Association. Displaced aggression
is directed to the staff for not informing them of the program which
affects the member college's operation. It should be noted that, in
general, institutional feedback to the staff is irregular, but most
predictable when the institutions feel something is about to be or has
been decided which affects their interests either negatively or with
uncertainty. The president of one institution wrote a scathing letter
to the Association after having found out that they planned to write a
brochure on all of the colleges' international activities. He did not
wish t0 be included, and a mrek letter was returned explaining the pro-

ject was in the thinking rather than printing stage.

The Central Staff must also negotiate the dilemma of protocol with
regard to its interactions in the colleges. A failure may create ill-
will but observance may resuvlt in the failure of the program. ¥When
announcements and bulletins are sent to the colleges, they should be
sent to the administration, namely the presidents or academic deans, but
this increases the possibility of these communications not reaching their
destinations. Thus, the stuff sends "information" copies to concerned
faculty when mailing correspondence through channels.

A recent staff publications survey made to determine how many of

what publications were rcceived and read verified suspicions that there
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vere gaping holes in distribution resulting from a failure to disseminate
the literature. Individual mailings to faculty would be prohibitively

expensive, as well as fraught with administrative difficulties.

Indicated in this section are some of the reactions that individuals
on the consortium's campuses have toward the Association. Raveu and
Rietsem.a6 suggest that the clarity of the group situation affects indi-
vidual attraction to the group. And the boundaries and policies of the
Association lack clarity amoﬁg-a high percentage of those interviewed.
They do not know the purposes of the organization and what activities are
legitimate possibilities. Of course, there are some individuals vho
lack faith in the abilities of the Central Staff to speak for them and
represent their functions. But a greater percentage complain that the
staff never visits the colleges‘to discover what their needs are. Many
"said" they desire conversations with the President, want an opportunity
to suggest programs, but are unsure about making contact thewselves, or
think it mey not be their responsibility. In all fairness to the staff
it is questionable how open-ended visitations would be accepted by the
institutional presidents.

The staff is legally responsibie to the Board of Trustees vhich
is composed of the presidents of the member colleges, ia addition to a
small number of community representatives. It is to this body that the

study will now turn its attention.

6. Bertram H, Raven and Jan Rietsema, "me Effects of Varied Clarity
of Group Goal and Group Path Upon the Individual and His Relation
to His Group," Hunan Relations, 10:35. :
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THE BOARD OF TRUSTEES
Unlike the Association President who has a utopian vision of how
he might affect the fubure of higher education or the bencfactor who
B forseces the beginning of a multi-versity based upon the cooperative

endeavors of the member colleges, the individual college presidents

joined for the financial benefits that would accrue to their institu-

tions, and because of pressures from some of their institutional trustees.

[ R,

Vhereas the Association President periodically prints lists of
f‘ potential programs that the members might agree to initiate, the
institutional leaders are morelinterested in moving away from problems
than toward known and stated goals; and it may be for this reason that
] the Association's boundaries are so unclear. Braybrooke and Lindblom?
’ characterize this dichotomy as synoptic versus incremental decision-
i making. The latter strategy is a series of remnedial moves on which some
; agreement can be developed even among institutions of opposing ideolo-
gical camps. The orientation is not to solve basic problems, but to
! take the next step. This basic difference in decision-niaking orientation
creates misunderstandings and communications gaps between the Board and
}, the President.
There are costs when participants adopt a sub-opti.iizing orientation

to joint decision-making. Waltong indicates that it l=ads to a limited

7. David Braybrooke and Charles E. Lindblom, A Strategy of Decision:
Policy Evaluation as a Social Process, The Free Press, New York,
1963, pp. 71-74.

§ oo
4

8. Richard E. Walton, "A Theory of Conflict in Iateral Organizational
Relationships," in J. R. Lawrence, ed., Operational Research and
the Social Sciences, Tavistock Publications, London, 1968, pp. 415,
417,
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exchange of information amoéé the parties and to a distortion of the
inforﬁation exchanged. Sub-optimizing orientatlon, he says, tends to
be accompanied by competitive bargaining. This not only suggests con=-
flict, lack of agreement over operational goals, vwhich occurs in
Trustee meetings; but also increases the probability that even if agree-
ment is reached, the compromised solution may have little value to any
one institution.

It is not merely institutional orientation that reigns supreme,
but presidential prerogative which is most important. Many Board members
say that their function is not to initiate activity but rather to approve
what the active cormittees suggest, that unless programs are initiated
+rom below and have the commitment of the members, they will not be
successful. This scems valid, but the institutional presidents do not
prod their representatives on the committees, they do not attempt to
activate them. Reliance on committec innitiative is an insulating device

for trustee inaction.

In 1961 the Board reainded the first president that as a matter of
policy all ney participanits to be involved in the Association's activi-
ties were o be cleared Ly the presidents of their respective colleges.
In 1968 one Board member desired to substitute his provost for himself
at a meeting so as to show a key staff member the potential advantages of
the Association. The Board did not allow this temporary transfer. It
is "their show,"” and it will remain under tight control. This control

is further maintained through a lack of standing committees for the
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Board; except for a very seidomly constituted ad hoe group, all business
comes before the entire asscubled body: It should be noted that Board
turnover has added to a mix of personalities, there being some presidents
now who are more committed to the Association than their prcdecessors

were, But financial support is still lacking where moral support is not.

The presidents have a difficult task in separating their responsi-
bilities as Association trustees and institutional leaders, and most
often the latter role is played in Association activities and deliber-
ations, J'ohnson9 suggests that cooperation is born out of an awareness
of limitations. But this is n t the shared orientation of the presidents
who tend to be egotistical about their operations while in Board meetings.
It may be too much to expect orgunizational lecaders to be able to change
roles and become community minded vhen thinking about the Association
vwhen during most of the month they actively search for institubional
funds, sometimes in competition with other Association members. It is
difficult for them to heed Wilson'slo advice for local demands to be
balanced against wider needs.

Not only do the presidents find the role transfer difficult, the
Association President does not have the normal advantage of working with

a lay board. All of the members, with the exception of the four community

9. Eldon L. Jjohnson, "Cooperation in Higher Education," Iiberal
Fducation, 48:475,

10. TLogen Wilson, "Form and Function in American Higher Education,"
The Educational Record, 45:307.
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representatives, know as much or more about the operation of an educa-
tional organization as the President. ‘He cannot shape their opinions,
neglect to mention pertinent information, or use the strategies that
college presidents have used with their boards of trustees. Because of
the members' expertise and internal orientation, they tend both to take
too close an interest in the administration of the Association, becoming
involved in issues which should pe thec consortium President's prerogative,
and to use the joint spokesman as their administrative alde, This stifles

the President and focuses him on short rather than long-range projects.

Tension exists among the institutional presidents as well as between
them snd the consortium administration. The Board meetings are "blunt';
points of view arc stoutly defended; and underlying many relatively calm
deliberations are personality differences vhich run below the surface.
The minutes of the meebings do not list points made by the various
presidents, just the consensus reached. And the word "consensus" is
used often to characterize the disposition of an issuwe., Formal motions
are brought up; but the woting pattern, if the issue is not decided by
consensus, does not appear.

To say that issues ixre decided by consensus is not to indicate that
there is agreement on issues. T¥hen the proposal of contracting with a
specific talent recruiter for college personnel came before the Board,
there were some presidents who had used this particular service with
satisfactory results, but some felt that recruitment was the dean's

responsibility, while cthers belicved that the wrong person was belng
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considered for the position. One president felt the others "didn't give
a damn" about the quality of their staffs to give the project much atten-
tion. Some colleges in the group have contracted with this agency on
their own--a serendipitous result from Association involvenent.

Another issue pertained to hiring an interior dscorator who could
advise all the colleges on how to furnish their new buildings. It was
defeated. Some colleges did not have the need or the money for such a
project, others felt furnishing was such a personal matter that it had
to be a decision under the college's control at all times. For the
presidents of meny small colleges, this means their personal decision,
When there is not much difference among a group of scmi-competitive
institutions, it Is the small things, the "different angles" as one
president phrased it, that count,

These projects vere small and were not initiated. But when there
is a coalition of colleges in favor of a project, and it is decided %o
forge ahead with limited support, hoping to attract the outsiders later,
this lack of full comuitment jeopardizes the new program. The Association
attenpted to gain funds from the Ford Foundation for a new library pro-
cessing center, In reply to a request for support, a Foundation
spokesman said, "I am inclined to doubt that we would have much interest
in the project unless all were participants.,..How much will the colleges
themselves be contributing to the operational costs of the processing

center at the outset, and during each succeeding yeor"?
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There is little opportuﬁity for conflict or lack of agrecment:
meetings are held infrequently. The Board meets monthly except during
the summer; the sessions begin in late morning; there is lunch, and a
continuation in the afternoon. There are also periodic two-day weekend
sessions vhich combine the business and social functions. The Associa=
tion President prepares a report preceding each meeting, which typically
includes a listing of proposals submitted and grants solicited; what
travelling lecturers appeared at the colleges; the semiuars, workshops,
meetings, and general activities that occurred, with special emphasis
on the larger programs. 7This report is two to three mimeographed pages
in length.

The minutes indicate that the meetings open with remarks by the
Chairman of the Board who is elected annually by his colleagues, the
secretary's énd the trcasurer's reports, the President's report on
current and proposed activity which calls for responses by the college
presidents, and visiting staff who discuss their special concerns such
as the Consortium Research Program or the library processing center.

As examples of recent items of business, the following are quoted from
the minutes:

Graduate Center: The report on enrollment in the

Graduate Center was noted by the Board. Discussion

ensued concerning the Graduate Center. It was the

consensus that the Trustees be provided copies of

the literature describing the Graduate Center. It

was also the consensus that further consideration

of the Graduate Center would take place after the
visit of the State Education Department officials.

Visiting Scholars: It was the consensus that spcakers
who have appeared already at the various campuses
seen to have been well received.
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Nursing: The President reported on discussions with
the National Ieague for Nursing. It was the con-
sensus that the Nursing Dircectors should develop
the specifics that would constitute a cooperative
progrom.

In addition to the summary of activities presented monthly, minutes
of all committec meetings are mailed to the presidents. Yet, there are
gaps in communication. And the presidents do not communicate regularly
with the representatives on their campuses about the meetings unless a
question about a particular activity is raised.

It should also be ncted that the different representatives to
committees from any one specific college do not meet as a group on their
home campus; and thus, even they do not have a total view of the consor-
tium. The visiting scholar committee member and the nuwrsing director
are probably unaware of what each is doing.

The last item of the minutes quoled above refers to a potential
program among nursing directqrs. The only possibility for this program
developing is if funds come from outside sources. The colleges on one
hand are not willing to increase their general contribation to the
consortimm's administraticn, most of which is returned in the form of
visiting lecturers and research grants, and on the otlher hand, do not
have vast sums recadily available to program ncw activiillies. Lack of
funds creates tensions within the members, sﬁresses related to the issuve
of long versus short term programming.

ProJects are neceded to demonstrate the viability of the consortium
to outside grantors. However, initial support is nceded from the
membership so programs can be developed, bult they cost time and money

that are "unavaileble." The stresses arc most appavent when the Lrustees
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fund a program that subsequently needs further support. The processing
center was many years in the planning, and after a number of consultants,
a most active committee that sold the ideca on the grounds of the savings
that would accrue, it nceded greater support than anticipated. Does each
college jeopardize its major initial funding cr "steal" from its own
institutional budgets that are already hard pressed? And how does the
president deal with his trustces, business manager, and professors, all
of whom will have a voice or complain when the budget is altered? Assuming
good will and conmmitment to a consortium project, considering a large
investment that cannot be lost, prior loyalty to the college and short-
ages of school funds, a great deal of tension is created for the organi-
zational presidents,

Randolph11 claims that future benefits mean present ohligations,
and temporal differences make the obligations clearer than the benefits:
This, vhen joinel with unmet institutional needs and presidents vho are
not primarily committed to the consortium, means that there is little
forward movement. With regard to commitment, one president said that he
gave about ten thoughts & month to the consortiwm and if the investigator,
as a student, could tell »im how to obtain morec benefits without giving

more attention to it, he would bve obliged.

In addition to the ever-present difficulty of funding and the

institutional situations which prevent large financial, but not moral,

117 1il1ian Randolph, "A Suggested Model of International Negotiation,"
Journal of Conflict Resolution, 10:345,
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commitments, projects are discontinued when they present a threat to the
colleges, touching arcas that are close to the hearts of the individual
institutions. 'The Association hired a Washington representative to in-
fom the members about legislation that had grant potential. There were
personality difficulties; there were problems associated with learning
about the needs of nine faculties, questions about paying a representative
during two sunmer menths when the faculties were not on campus; but the
overvhelming consideration in abandoning the program was that Federal
liaison is such an important function that each college felt it should
have its own staff member(s) performing it. It is true that college staff
members with this respousibility can be more attentive to the nceeds of
their particular college, not only informing faculiy of grants available,
but helping them vwrite proposals. But many of the objections to the
project could have been eliminated by hiring a new person(s) and rewriting
the job oﬁtline. However, the function is too significant for each
institution not to have inmediate and total control over it.

There is fear that the consortium will infringe on internal
activities; fear that the Association will become an empire with the
benefactor's support; fear that it will grow too large and result in
anonymity for the present members, not to mention the uncertainty of
new members’ atﬁitudes; fear that it might be confused in the public mind
with another local institution that has a similar name; and fear that a
local major university will attempt to steal its programs. These fcars
are real to the presidents and point to the insecurity of the institutions
and the tensions resulting from their participation in the consortium.

The tension with the consortiwm was manifested one summer when four
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new presidents formed a planning group to investigate the organization.
The members questioned whether the Assoclation was active enough to merit
continued involvement, questions that were interpreted as a personal
attack by the consortium President. Recormendations were made, but the
investigation was brought to a halt by the more experienced on the Board,
and there were few actual changes. To summarize the continued effect
these presidential members have had: one left his college, another is
cormitted because of felt donor pressures, and two others have a positive
approach to the larger goals, although operational-differences remain.

A consultant firm made another investigation that was initiated by
outside interests who were contributing large sums to the Ceater. The
report's actual recommendations were dismissed as non-applicable by the
institutional presidents: they included linking with a major university,
expansion and modification of the graduate program in conjunction with
the major university, appointment of a distinguished group of professors,
and expansion of a number of progréms.

In a resume prepared by the Association, these recommendations are
followed by a few paragraphs that appeared in the Report's appendix. In
it appears the sentence: "The progress made...has been significant."
Not included for general. consunption was the prime finding that the
Association was at a point (in 1966) vhere it should increase activities
and budget manyfold as a going organization--decisions that were beyond
the staff. The programs affect each college "only peripherally":

The Graduate Center does not serve the member
colleges, only a few faculty are involved in the

lake program, the Paris studio affects a few
faculty, the College Fnglish Association is a

Daosy (emes  BMEAm DAeER e



85

one~day confcréhce, and the visilting scholars con-

tribute flavor but not substance to the campus

programs, ‘
The firm said thalt the activities vere too peripheral to warrent con-
tinuation of the Association on a current operating budget, exclusive
of program and maintenance expenses, of $65,000.. Either the program
should be enlarged to have substantial effects on faculty and students,
or it should be cut back. The staff and menbers bave ignored this
significant finding.

It should be noted that the programs were never intended to have a
significant eft'ect on faculty énd students. With regard to the former,
programs have not been devised to create "cosmopolitens" from the many
Mocals" who ¢re on the faculties, but to ikeep them from dying intellec-
tually. Many faculty members are middle-aged, going nowhere, and have
heavy teaching loads which prevent a research commitment even if a
flicker of interest lies in th's area. The faculty seminars "tcase" the
brain and the grants provide some professors with food and rent money
for the summer months. With the exception of a periodic student sem~
inar, and a few guest lecturers who appear on campuses, the student

bodies reap no benefils from their institution's membership.

There are five lay members of the Board of Trustees; the discuss?
of their activities is placed at the end of this section because they
are minimal.

Fach president was asked to invite ohe lay member firor his community

to serve on the Board of Trustees. Inasmuch as one of the Association's
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purposes is to cnhance or meet the needs of the "arca," the community
representatives could interpret tﬁese needs to the Board.

Most of the colleges are :.cpresented, although one of the trustces
acts as a conmunity representative for two colleges and the Central Staff.
Some of these individuals participate in the discussions during meetings,
and others just observe; but they perform the all-important function of
conflict control. The institutional presidents have been less prone to
argue vehemently and on tangential issues after these commwity represen=-
tatives came on the scene.

It is an honor to be appointed to the Board, and some of the lay
members have stopped with that initial accomplishment. Attendance at
meetings is irregular and knowledge about basic organizational facts
either lacking or inaccurate. Yet some of the lay members do gain from
participation. One Board member who is also a trustee at a member
college feels participation has broadened her, has shown her the
similarity of problems facing institutions of higher education, and has
exposed her to new ideas. One lay Board member suggested that more
trustees from nember colleges should belong: +they would provide insti-
tutional continuity, given presidential turnover; and they would provide

pressure on the presidents for action.

Just as participation broadens and exposes the trustces to new ideas,
it has the same functions for the college presidents. After having re-
counted the tensions and conflicts that are so abundant with the limited

conntitments that exist, one should wonder if the participaants gain any
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satisfactions beyoﬁd the few programs peripherally related to their
institutions,

A college president has few people with whom he can communicate in
a meaningful way. He cannot talk about his daily problems and concerns
with his trustees, and finds few, if anyonec on his campus with whom he
can share feelings and advice. The Board meetings provide the opportunity
for this type of interchange on an informal basis., Vhen one president
deals with a student rebellion or recalecitrant facully member, or
troublesone trustee, the other presidents have a ready-made case study.
They anticipate how they would-deal with similar crises and have the
luxury of doing so in a non-threatening atmosphere. In a later section
of thls paper, the author will discuss the implications of being on an
organizational boundary with regard to the issuc of cooperation. AL
this point, however, it should be noted that positional isolalion creates
the groundwork for participaﬁion in an inter-orgonizational. group if the
area of discussion does not raise the spector of institutional autonomy
and defense. Vhen it comes to dealing with the Students for a Demoecratic

Society, all college presidents, no matter how competitive, are brothers.

Although this is a significant rationale for the )residents’ meeting,
another that 1ljes unstated, but which is quite real, is oriented toward
the future. The state system is threatening the position and viability
of the private colleges, and the pressure is increasing yearly. Many of
the presidents see the Association as a line of defense, At this point

it is not needed, bul if meaningful cooperetion becuiscs a necessily for
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survival, at least the organizational groundwork will have been laid.

THE INDIVIDUAL COLLEGES

At the beginning of this chapter, a statistical outline was pre-
sented of each institution in the consortium. There are variations in
the number of Ph.D.'s on the faculty, books in the library, and control,
but within the broad spectrum of.higher education, these colleges are
very much alike. The faculty may be more “cosmopolitan" at some of the
colleges, but none is research oriented. The chief commitment in these
schools is toward teaching, which when voiced is defined as '"good

' and are given

teaching.”" The students enter with much the same "baggage'
a liberal arts education.

Most are four-year liberal arts colleges, 2lthough there are two
two-year institutions, one having a liberal arts-professional orientation,
and the other wiith a traditional community college program. The con-~
sortium's literature stresses that the Association is composed of liberal
arts institutions. It may.neglect mentioning the community college
beczuse it is too cumbersome to say "a group of liberal arts colleges and
one community college"; but this lapse is related, it seems, to one of

the more significant findings of this study--the importance of "prestige"

and "image" in 2 consortium.

Prestige and Image

How does one measure prestige? How does one know the ranking that
a specific college has on a prestige scale? The author relicd on the
perceptions of the people with whom he spoke, but there are some criteria

which sensitize the observer--vhether the program is essentially liberal
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arts or professional, the college's age, whether it is private or public,
vwhether two or four year, the age of the bulldings: either very old
or very new is better than W.P.A. era,

There are, of course, reclative rankings within institutions, based
on institutional background and function, such as the high ranking of
classics in a finishing school or the liberal arts in a community college;
but these internal differences uswally fade into the background, or call
for defensive reactions, when the role occupant is in an inter-collegiate
situation,

This section will examine the "prestige" issue as it affects both

the institutions and the faculties.

The colleges in the Association exhibit the paradoxical behavior
that Homans12 suggests faces man-~to interact with and respect persons
in some sense better than himself and a tendency to interact with and
like persons similar to¢ Fimself.

Three of the collegus in the consortium are more prestigious than
the others, both in the sves of members of those institutions and as
perceived by the other coileges: Colleges D, E, I. In addition, the
two-year institutions anid one four-year school are the least prestigious:
Colleges B, F, G.

The prestiglous institutions exhibit two tendencies: First, either
a desire to leave the relationship or reduce interaction with the less

prestigious members; and second, an attempt to increase the membership

12. George C. llomans, Social Behavior: Its Elementary Forms, Hercourt,
Brace, and World, New York, 1961, p. 354,
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with prestigious colleges in the region who are uwnaffiliated with the
consortium,

The prestige schools gain a number of benefits by being in the
Association: they have more power at meetings and can enforce their
will, and they gain more hard resources from being members,

The Association has a research grants-in-aid program to provide
faculty members with financial assistance so as to be able to spend time
on scholarly research, It vas designed to be a morale builder, to keep
the faculty alive in the classroom, and to enable a professor from a
small college, which has trouble obtaining grants, to start a research
program. "Equitability" of the awards process will be discussed in a
later section, but at this point suffice it to say that over the years
the most prestigious institutions have garnered most of the awards.
During the period 1962-19264, there were sixty-four grants made, twenty-
one of them went to institution D, while there were six other members
in the consortium. The least prestigious members at that time, colleges
B and F received a total of five. There are a number of factors in-
fluencing these totals--size and curriculum of the school, the research
orientation of <the faculty, the ability of the representative to cull
proposals from his faculty and to speak for his institution. However,
the most prestigious school garnered most of the grants, by far, during
the formative years of the program. The second most prestigious college
today, College E, was relocating to a new carmpus and enlarging its
curriculum, and although second in grants reccived during the 1962-1964
period, was first in 1965 with eight out of twenty-two, College D had

only four,
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The distribution pattern is becoming equallzed, as measured in
dollars received, rather than in number of grants approved, during the
last few years, although College E is still able to receive more than
its fair share. Each institution puts $1,000 into a central fund, which
comes from the dues, and matches the gronts made to its own faculty.
Thus, each school commits itself to a maximum of $2,000 yearly. The

1967 ranking, based on dollars, was as follows:

College E -~ 5 grants - $2,600
College A - 3 grants - $2,400
College I - 3 grants - $2,087
College F - 5 grants - $2,000
College H - 3 grants - $1,900
College B - 4 grants - $1,900
College C - 4 grants - $1,900
College D - 3 grants - $1,800
College G - 2 grants - $1,750

The differences are not large, but the relative standing of College D
has fallen radically. In tﬂis regard, officials in that institution are
now questioning the whole research grants-in-aid program. They were
most anxious to divorce themselves from the consortium, vhich they would
have done had the Association not possessed a research vessel that meshes
with a new earth-science program that that college just instituted.
Members of the prestigious colleges repeatedly told the author that
they would be more satisfied if they were in a consoriium with other
prestigious schools. The admissions officer of Collere D does not wish
to start a common admissions program with the other colleges in the
consortium because the names appearing on a common application form would
not enhance his. He would rather have a Jjoint program with other
prestigious schools, even if it meant greater competition for recruits.

In the long-rua he would atiract better students, and he had an
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intrinsic desire for "status." In fact, many of the "name" institutions
in the consortium do have relationships in certain functional areas with
other colleges with whom they wish to identify.

There are, in fact, very few differences amorg the member schools,
and prestige competitiveness is strong only because the gap is so small.
If the "prestige” institutions telt secure in their academic standing,
the bitter resentment toward the less prestigious institutions would not
be as strong as it was found to be. They provide a reminder of what
could ~asily happen.

The less prestigious institutions also achieve benefits from
participation, not only in hard resources, but also toward their self-
conceptions, It is enhawcing to compete with nationally known small
colleges and "win" one's share of the resources, even though it be less
than a fair share. After all, "what's the difference of a few hundred
dcllars"?

"Prestige,” in fact, is one of the prime reusons behind the contin-
uation of the research program. FEach institution gets back essentially
what it puts in, but the selection process does not ocecur in committee.
Rather the choices are made at the home institutions by the represen-
tatives and, essentially, are ratified at the consortium where bargaining
for numbers of grants rathe. than specific ones takes place. However, the
consortium is seen as the referee group vy the faculties and this not
only relieves the representatives from pressures on thei¥ home campuses,
it is also more prestiglous to receive grants from a supposed impartial

agency, and in "competition" with others outside one's college.
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As has been indicated, there are different types of benefits for
the more or less prestigious institutions in the reward~distribution
conmittee, but when dealing with problem-solving activities, the different
standings split rather than bring the groups together.

The English faculties from the prestigious schools do not want to
interact with their colleagues in other institutions. Referring to
their counterparts in conversation as "the little dears," they have no
respect for their scholarshlp abilities and have no desire to meet in
a common setting.

There are, of course, obstacles to faculty interaction, excluding
the prestige factor, and they will. be dealt with later. However, the
investigator was amazed at the unanimity of opinion in the prestigious
schools when faculty said fhey Just did not have anything to discuss
with their counterparts.

The teaching staffs from the less prestigious institutions also
avoid interaction with members of the other schcols because they fear
ridicule and harbor feelings of subordination which may be based on
explicit messages rcceived or beliefs they might be focthcoming.

This insecurity creates one of two reactions: either lack of
attendance at meetings and inactive participation at throse which are
attended, or a defensive reaction that takes the form of boasting. A
sad sight is to encounter a competent member of a non-prestigious faculty
who twice tells you, and informs others, that he spent the previous year
at a major university doing research, or professors who call themselves
"doctor"~--this urge to cleanse oneself from one's enviromment.

Once again, the differential among mony of the faculty, regardless
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of institution, is not great. None are research scholars and few are
heavily published. They are basically teachers, but then the difference
is between, as one faculty member put it, "those who teach 19th Century

romuntic poetry, and we who teach contemporary drama,"

Before describing how the Association unwittingly avoids the
"prestige" issue.in its programming, and as a result achicves some
success, it should be understood that all of the consortium members,
prestigious and non-prestigious, exist in the larger environments with
institutions whose reputations far outshine theirs. The consortiun's
distinguished colleges exhibit defensiveness, dissatisfaction, and
absentceism vhen interacting with the major uwniversities in the area.

One research institution was h)lding a conference on demography.
Its sociclogy department, vhich had joined the Association in a National
Science Foundation proposal.,, invited the sociology departments from the
member colleges to send representatives, cost-free. However, very Tew
faculty or students from the Assoclation attended. Tne conference would
have been an opportunity for faculty who know little about this burgeoning
area in sociology to gain insight into this sub-speciality. But it
meant doing it with representatives from institutions with greater
reputations and expertise than theirs.

The author realizes the difficulty of implying cause and effect
from this one example., There might have been other causes for non=-
attendance: the feeling that demography is unrelated to their teaching

interests or poor timing, to mention but two. However, this example
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fits a pattern.

The economists from member instivutions invited a speaker to discuss
an issue before the asscmbled group. Unlike most speskers progroms that
are limited tc member faculity, the organizer invited colleagues from
three nearby research universities. The guest c¢olleagues dominated the
evening and brought the discussion to such a high level that many
"resident" economists did not understand the dialogue; and the evening
is remembered with pain.

When the mathematicians from the member colleges decided between
gilving papers themselves to their growp or inviting outsiders, they

opted for the former.

The evidence pcints to a desire to limil interaction with those
vho are more competent if one's lower level will be e¢vident in a problem-
solving commiltee or peer group. In a revard situation, diffecrent

achicvements, based on dif'ferent prestige bases, is functional.

The Association has unwittingly avoided the problem associated with
prestige differentials by planning programs designed for neophytes.
Everyone lacks knowledge of a field so no one feels inadequate.

The soclologists invite five speakers on role theory, because no
onc from the member colleges knows much about this speecialty. The
Association sponsors seminars on different parts of the world--the Middle

Fast, Japan, Africa~~with attendonce based on inbterest and lack of
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knowledge rather than ex<pertise. The neophytes complain bitterly when
an expert attends since he usually asks questions that no one understands.
In summary, programs designed for beginners or dealing with new areas,
and not including experts or outsiders who serve as threats, seem to have
the greatest chance of surviving and creating satisfaction for the

members.

Gross,ls in his article, "Universities as Organizations: A Research
Approach,” found that "to incrcase prestige" was the second most impor-
tant of forty-seven goals among faculty and administrators at sixty-
eight major universities. This variable seems to have relevance to other
levels of higher educa’ion.

Thompson14 suggests that prestige striving is striving for power,
that organizations emphasize scoring well on criteria that are visible
to important task-environment elements, extrinsic criteria when internal
measures are unavailable. What is more visable and extrinsic than with
whom one associates, and less of a true measure of institutional quality?

Related to the concept of "prestige” is the oft used term "image."
Regardless of the prestige of the institution involved, the desire for

maintenance of identity limits joint programs and communication. There

is a reluctance to have the colleges represent each other, Many

I3. Idward Gross, "Universities as Organizations: A Research Approach,™
American Sociological Review, 33:530,.

14. James T, Thompson, Organizations in Action: Social Secience Bascs
of Administrative Tneory, MeGraw Hill, New York, 1967, pp. 33,
90-91..
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admissions officers did not want the Association to have a booth at a
personmnel convention or a combined office on the West Coast because they
do not want their identities mixed.

Just as image maintenance prevents cooperation, so programs change
the self~images of the colleges involved in a consortium. Oue of the
lecast prestigious colleges in the Association was pleasantly surprised
vhen it realized that some of its administrative operations were just as
or more sophisticated than the most prestigious schools. It might be a

fear of reality that works against joint undertakings,

Other Faclors

During the course of the case study, the investigator identified
organizational factors, in addition to "prestige," that were related
to consortium involvement, A discussion of these factors will complete
this section, |

The institutions, or sub-parts, in the consortium which are forward-
looking, those which seem to be asking what they can become rather than
those settled into what they are, those that are flexible and innovative,
take advantage of and are more active in the Association.

The young chemistry depariment at a developing college took advan-
tage of adapting a new type of laboratory experience at odds with
traditional thinking, after such a project was refused at a major, more
conservative university. The consortium funded part of the program. In
addition, when the consortium's research coordinators from each institu-
tion look at their campuses to identify possible arceas for fﬁnding, they

focus their attention on the growth arcas.
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- One member college declded to develop a new sclence program and the
dynamic provost, whose idea it was, saw advantages in utilizing a research
vessel that the Association owned. Quite noticable is the relationship
between the dynamic of an institution or department and the ready use it
makes of the Association in its plans.

However, an innovative area must, at times, decide not to take
advantage of a cooperative program because it is creating jealous enemies
on campus. One department that had received a great number of inputs
recently, decided not to persuade the president to take advantage of a
specific progran for fear of faculty reaction to "empire building."

Ifevertheless, the oft-quoted phrase by the Central Staff that
cooperation is limited by institutional and professional inertia seems

to be true.

Different departmental orientations have an effect on interaction,
The purposes of "science" in the cuwrricula of different schools in the
consortiun prevented a decision as to the type of equipment to purchase
jointly. One school stresses science for liberal arts students and the
other has a more technical approach. Given that each institution has a
sufficient quantity of basic equipment, the degree and type of speciali-
zation is at issue. A superordinate goal could not be identified.

The intellectual environment at the individual schools also has its
effect. If the atmosphere is deadening, so is the relationship to the
program, eﬁcept Por ‘the more cosmopolitan faculty there vho use the

consortium programs for the stimulation thet they lack at honme,
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The climate of academic freedom is of Importarce for faculty-sharing

’ projects. One faculty member said she would not consider being "on loan”
for an extended pericd to one of the other consortium members because of

! difficulty it had with the AAUP, This, of course, adds a new dirension

' to the traditional problems of faculty-sharing wvhich were encountered:
deciding on salary when there is a differential between two colleges,

' and for a teaching campus, taking

increasing the chances of "raiding,'
the professor out of his office and limiting his opportunities for
counseling students.

Organizational size seems to be positively related to cooperation.
Large colleges have more resources that potentially could be used in the
consortium; more is occurring in a larger school thus providing a greater
prooability of faculty identifying with or creating a program within the
cooperative context, The largest colleges came to research grants
mectings with more proposals than the smaller schools. One representative
felt he received more grants than others because he had some proposals
"for emergencies” when the others ran out.

Budgeting procedures at particular colleges may have an indirect
effect on the type of represcntative it sends to the cooperative when
the consortium contributes to the member's salary. The income from the
consortium to the institution can be placed in the large budget and have
no effect on the person chosen as representative, or it can be used lo
supplement a specific sﬁlary. Common sense would indicate a more loyal
- and dedicated rcpresentative to the consortium under this condition.

However, two mewber colleges used the income for paying "marginal people,”
whbm they either hadlfpromoted up" or for whom not onough institutional

resources were available.
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Observations lead the author to believe tlhiat organizations and
individuals involved in internal conflict and factional disputes having
no relationship to the consortium lecad to decreased interaction within
the arrangement. One member institubion that had a very large nunber of
representatives absent from meetings during the period of the study was
going through the turmoil caused by the firing of its president. This
institution also resisted a public relations program at that time: they
did not want the press on their campus; they were receiving enough bad
coverage.

Hermann15 suggests that organizational crisis decreases organizational
integration, leads %o withdrawal, a reduction in the number of communi-~
cations channels, and generally limits the viability of the organization.
It also limits the viability of the cooperative in which the organization
might hold membership.

A sense of security and its effect on cooperation is also related
to the individual members of committees.. The public relations people
enjoy telling each other that the average tenure for their positions is
eighteen months, the committee enmbarks on few programs; a member who was
in a very vulnerable position at home attended few meetings, and was
negatively oriented at those he did attend.

Just as consortium programs can stimulate the individual institutions
to innovate on their campuses, so if they fail, the results can have
severe repercussions,

The non-western seminars held by the consortium did stimulate faculty

15. Charles F. Hermann, "Some Consequences of Crisis Vhich Limit the
Viability of Owganizations,” Adwinistiative Scienee Quarterly, 8:66.
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to include such material in the regular courses for students, while
another program may have created a more experimental approach to the
subject matter.

On the other hand, a joint program which failed could have compro-
migsed one institution's external relations. Art work in a consortium
program was heavily damaged while in transport from one school. MNo one
has taken responsibility for the incident; one college that operates a
gallery feared it would lose the loan service which they frequently use
if guilt were thrown on them.

In summary, colleges' prestige and image-maintenance, thrust,
purposes, intellectual environment, academic freedom, size, budgeting
procedures, internal conflict, and sense of internal. security seem to

be related to consortium involvement.
PROGRAMMING

PLANNING

The author has discussed the elements leading to cooperation among
institutions who place themselves in a specific pattern on the heuristic
framevork with regard to their consortium involvement. There are tvo
questions that can be raised: why has the consortium produced anything
étrall, and wvhy has it not accomplished more?

Apologists for consortia claim that cooperation is a slow, oiten
painful process, starting at the periphery of the menber organizations
and, given initial successes, working its way toward the center, This

seems to have some, but not great applicability with regard to the

Association: there arce a few more programs this yeoar than in previous
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years, but it is questionable whether, with the exception of the library
processing center, the slightly increased activity has bLeen matched by a
greater depth.

The Association currently sponsors these programs, with the costs
estimated for the 1968-69 academic year: a conference for secondsry
school guidance counselors ($7,000); non-western studics seminars ($10,000
and partially state supported); fouwr academic discipline seminars ($9,000);
a College English Association one-day conference ($l,000); Foreign Area
Materials Center--a contract with the state for the production of visual
aids (3500); committee meetings and workshops ($2,500); visiting scholars
($20,000); Research Grants ($9,000); and a student seminar ($1,000). The
total is $60,000. In addition, there are projects financed by grants:

‘the Conscrtium Research Development Program ($42,500); the Graduate Center
supported by a local industry ($150,000), and an aquatics summer program
with NSF support ($10,500). There is als> the library processing center
which orders and processes books for some or the nember colleges.

It is only vhen one realizes that most of these projects were
Tunctioning in 1965 or eaixlier, matches them with the continuous refusals
of committees to initiate new programs, realizes the excruciating werk
demanded of the Central Staff in initiating programs that do succeed,
and understands that these programs, plus whatever benefits come from
very periodic meetings and tworkshops, are the products of 25 standing
committees consisting of 246 people over an 8 year period, can onec under=-

stand that the jcurney has not procceded very far.
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There is a great deal of literature indicating the prerequisites
of a productive joint encounter. In brief, it consists of external
pressures and internal nceds, and these to be linked with a perceptual
unity in the group. Deutsch16 refers to this as psychological simul-
taneity, Mcadl7 es inter-subjectivity or intexpencitration of perspectives,
Schelling18 as tacit coordination. Sherifl9 suggests that "the basic
condition for a larger sense of 'weness' not torn by divided and contra-
dictory loyalties, is the recognition of a common predicament leading to
transactions to do something about it." To this, he adds the :iecessity
of a superordinate goal to incrcase the distinctiveness of the problem

"cooperation is an

for the involved group. Blake and Moutonzo feel that
alternative to competition only when there is a shared internal motivation

to solve both common snd distinctive problems, vhile respecting the

maintenance of legitimate group boundaries.”
Representatives from member colleges to the Association use expres-

sions similar to those above. Coordination said one was a response to a

major problem, a "mass,"” and the subsequent focusing orn it by the involved

16. lorton Deutsch, "The Effect of lotivational. Orientation Upon Trust
and Suspicion," Human Relations, 13:127.

17. George H. Mead, lind. Self, and Sociely, The Univcrsity of Chicago
Press, Chicago, 1954, p. 298,

18, Thomas C, Schelling, The Strategzy of Conflict, Ox ord University
Press, New York, 1960, p. 90,

19, lusafer Sherif, Group Conflict and Co-operation: Their Jocial
Psycholopy, Routledge & Kegan Paul, Iondon, 1966, pp. 175, 88.

20, Robert R. Blake and Jane S. Mouton, "The Intergroup Dynamics of
Win-Iose Conflict and Problem-Solving Collabvoration in Union-
Management Relations,' in M, Sherif, ed., Inberpmioup Relations and
TLeadershin: Apuvroaches and Rescarch in Industelial, Tthnie, Culiural,
and Political Areas, John %Wiley, New York, 1862, pp. 94-140.
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committee.

The librorians have had a long history of cooperation within the
Association., Facing rapidly rising costs for books and equipment, and
the aifficulty of recruiting qualified librarians to the rural areas,
plus a library science that is changing radically, with automation and
information retrieval in the near future, the conditions for establishing
a library processiig center were present. The perceptual unity of the
service-oriented librarians was alttested to by the consultants the
committee engaged, who themselves added a note of objectivity to the
need. Said the first of these:

Were (the Association), its parent orgenization, cease
to exist tomorrow, these librarians would want to
continve to work together. They are dedicated to the
proposition that each nmust help his institution to
develop as strong a library on the campus as is
possible, and the one way in which to do this is to
vork together to achieve comnon goals....While the
individvals are, in general, universally good, it is
in the group that onc becomes especlally awvare of how
mach they add to each other. Their will towork to-
gether also contributes to their group strength.

There is no committe: with as much to show from cooperation. It
has prodded the consortium President and the institutional presidents
into establishing a common library processing center., The librarians
send their book orders to this facility which submits the requests to
the publishers. The central unit then receives the volumes, stamps them,
inserts each library's caids, supplies card catalog material, sends the
books +to the mambers and monthly bills to the business managers. This
highly automated facility also produces a number of "exotic" resources

such as a union list of acquisitions, and other outputs highly uscful to

librarians and their clicats.
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Most of the other committees are non-functional, except for a few

meetings a ycar vwhich are either social in nature, or at which a speaker

discusses some technique, such as new accounting procedures, which are

[ S,

not applicd on the home campuses. For this reason, the Central Staff
does a great deal of planning on its owm. There are two conscquences to
this random and usually futile activity: depth is sacrificed for breadth,
and means precedec ends.

The Association President, coming into office at a low point in the
i organization's viability, made the choice of ecmphasizing a larger number
of projects for depth on a few, He went to different committees and
individuals trying to ignite as many fires as possible in order to kecep
the organization working, Ac a consequence, the coﬁnittees sponsored a
limited number of small programs vhich had no developmental. value, such
as a conference for two-year institutions and a workshop with medical
school admissions directors. The Association President, among others,
feels that possibly a long-range project with great potential for the
colleges would have been aore valuablg for future growth. It would have
attracted money and would have had a growing impact, at least a signifi-
cant one, in one arcea of the colleges.

The lake program has this potential., The Association was given a
research vessel, a very ¢xpensive and uncoimon piece of equipment.
Iocated on a deep fresh-vater lake and on immediate call to Taculty, it
provides a unique opportunity for making scicnce curricula pertinent to
contemporary problems, such as pollution; to study the reecreational,
sociological, and psychological problem associated with the aquatic

cuvivonmnent; and to atirach oceanographers, which it has already accom-
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plished. Because of demend, faculty at major occanography centers have
to walt weeks to board vessels to do thelr research. There is no wait here.

A summer limnology course has been offered, and the member colleges
and outside institutions are utilizing the focilities with greater and
greater frequency. Had this project been given prime attention, and
there is still the potential for it to happen, the shape of the Association
would have been quite different. It might then have the resources to
affect change and sponsor other services for its members. However, it
should be remembered that when dealing with small liberal arts colleges,
with an ideal of a well—rounded program, selective emphasis in one field
by a consortium might help to destroy such symmetry. Also, subspeciali-
zation might be more appropriate to a graduate scetting as compared to

the different function of an undergraduate institution.

The lake program is an example of another aspect of central planning:
means precede ends. The boal was a gift and it necess'itated a series of
neetings 1o decide vhat to do with it.

Because of the "pot-shots" that the staff takes at foundation and
governments, the Association's future is more dependeri on vhat outside
agencies vant than what the consortium might decide if' it had the oppor-
tunity. The Association's records contain numerous rerereunces to trips
and meetings for the purpose of sounding out a potenitial program. At
times, faculty or administration from the member colleges are involved in
the initial effort, bhubt the President also goes outside privately and

then alttempts to bring in participants Trom Lhe memter schools. In any




107
respect, outside funding, rather than rational short or long-runge plan-
ning rules. Although the analogy is crude, one 1iIs reminded uof an animal

desperately attempting to find 1ts way thiovgh a maze to the cheese.

There is one vther consequence to centiral planning, whether it is
accomplished by the staff and/or the committees: it increases the likeli-
hood of not meeting the specific needs on any one canpus. The consortium
develcpment program conmittec designed a seminar series whercby consul-
tants would visit the member colleges to advise on new trends in higher
education, One consultant was not prepared to talk about the issues
facing some of the canpuses; and the faculties, not knowing what the
consultant‘®s strengths vere, were not prepared to utilize his services.
then one staff member mekes arrangements for all colleges, there is a
greater possibility for the individual school's speczific uceds to suffer,
even if by oversight.

The consortium rescarch developuent committee decided after their
first year of experience to abandon the difficult task of determining
vwhat the colleges' desires were as a group, and gambling that one person
or g vup would satisfy the ccnbined needs. Now cach member college is
given onc-ninth of the money for workshops, and it decides what it wants
within the broad framework established by the grant. The Central $taff
now only makes the contacts and the arrangements for the visits. Saild
the staff member responsible for this commititce:

We felt that our goals might be realized more effcc-

tively if cach iInstitution wore to detormine Tor it-
self a major area of concentration in which it wouwld
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have a greater voice in planning programs. The
arca of concentration selected would be an area
"which has the greatest potential for development
on that campus.
The author suggests that this example has important implications for
the prevention and resolution of conflict as well as meeting individual

needs: decrease the interaction for planning. The consortium, as an

association of colleges,will still be able to attract grants.

Program plamners must take into consideration the developmental
level of precedents, current offerings, and the expectations of the
individual campuses vhen deciding on new projects. There are some colleges
in the Association vho, before membership, had virtually no lecture series
and were pleased with the new opportunity for such programs. On the
other hand, some of the institutions already had the resources for such
series and had good programs in progress. These colleges wanted some-
thing different: visiting scholars who would remain on campus for an
extended period of time. The same considerations were applicable to
joint library purchasing: some developing colleges were adding immense
numbers of books to their libraries, vhile the instituticas not under-
going expansion had less need for a joint service.

The developmental level of the planning committee is also a con-
sideration. A science faculty member said that he at one time had been
full of exeiting ideas for sharing research equipment, but gave up such
ideas because of a low interest by others. A member of an administrative
corrnittee made a number of suggestions which "fell on deaf ecars." He

thought his colleagues were wninterested in raising the level of programuing

] D— b e
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but later discovered that similar ideas had been prescnted before by
some of the current members. DBecause the suggestions had not been acted
upon previously, the meetings were rituals.

This section on plamning has dealt with the importance of reaching
a "eritical mass," the alternative between broad or depth programming,
the problem of means determining goals, and the need to consider the
developmental level of the member instituticns. There are other factors

that have a bearing on the planning process.

First, it seems that programs with more immediate feed-back are
plamned. Long-range plans are not made beecause of the limited interest
and resources of the members. Because programs and mectiangs are planned
with a short-range perspective, institutional budgets which are made on a
yearly basis do not mesh with the short-term activitices of the Association.
For instance, one member college did not have enough travel funds for
representatives to attend meetings beqaﬁse of a failure to take this
expense into account.

However, one advanteise to short-term efforts is that they coinecide
with the limited time the Taculty and administration have for any Joint
project. Mony of those Interviewed said they administered a prograom
only because it was of limited duration, and they would be ready for
another such responsibility in two years.

Coupled with irmediatce feedback 1s the desire for programs which
arc visable. The admissions officers host a group of counselors who

travel Lo cach of the colleges; the librarians were aoble to obtain a
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processing center. It is difficult, if not lmpossible, to measure the
intrinsic value of programs, such as workshops; it is easier to know how
many speakers have appcared on the campus. Guest speakers also provide
legitimatization. Iien professors from Chicago, Columbia, and Coranell
spend three hours on campus, it at least "looks good."

The member colleges are small schools with powerful presidents, and
it was "grants to" rather than "advice from" that initially comprised the
interaction between the faculty and the administrators. The consortium
has only recently emphasized faculty participation, Most of the committees
are composed of administrators, and most of the faculty groups are com~
poscd of departmental chairmen. The regular faculty are not primarily
involved. It seems to the author that general faculty support, which is
noticeably lacking, is the result of initial inattention. lMany of the
faculty who are involved in planning are interested in the consortium,
and do think about using it for their own interests.

But faculty involvement does have a drawback. Professors not only
produce an abundance of irleas which lgck focus, but some use the oppor-
tunity of a joint mecting to exhibit their powers of independent thinking.

There are, of course, some other difficulties: vested intcrests
insure that program areas ulready functional in member colleges will be
difficult to shift into ¢ consortiwm composed of equals, and there is
no guarantee that it wili be more successful in the new context. If
schools are in fact equal with regard to faculty quality, there is little
reason to share this resource; programs that involve the sharing of
hardware should insure local inputs of geographical proximity; and there

nmust be agreement on means as well as goals. The colleges need new
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sources of recruits: for some, joint recruiting on the West Coast implies
"eosmopolitanism," for others the East Coast would present a challenge

to their quota systems.

"Planning" is closely related to the role behaviors of consortium
representatives, It is this aspect of the programming process--deter-
mining vho is most likely to become involved in joint decision-making and

how representatives interact in this setting-~-which is now examined,

ROLE BIH{AVIOR

When people change to new positions they carry over perccptions and
attitudes from the old role behavior: earlier experiénces provide the
frame of refercnce for adapting to new role expectations. Jhcobsen'SZl
observation has a great deal of significance for behavior in the consor-
tiwn. The author will cxamine the implications of this statement by
suggésting how an individual's position in his organization and in the
administrative hieravrchy influences behavior in an inter-institutional

setting.

There is both positive and negative transfer of attitudes and be-

havioral pattcrns from the individual organizations to the consortium,

21, Bugene Jacobson, c¢t. al., "The Use of the Role Concept in the Study
of Complex Ovganizations," 'The Journal of Social Issues, 7:25.
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Bass22 defines the former as a facilitator of performance whercby new
circumstances call for bechavior similar to older situations. The latter
occurs when the new is different from the old, requiring new modes of bLe-
havior, but responded to by old patterns of action., It is detrimental
to performance,

It has been indicated that the institutional presidents find it
difficult to act the "trustee" role. In addition, many of the admissions,
public relations, and development officers are affzcted by role-transfer
dynamics. The stock-in-trade for these individuals is the image of their
respective colleges. Thus, there is a press against any type of cooper-
ative activity whereby the clarity of their organizations is in any way
potentially compromised. The admissions officers do have a successful
»rogram, but each college is visited and hosts the counselor group in its
own manner, A common admissions form or combined recruitment scheme
might tend, so some believe, to cloud over unique individual differences.
Obviously, this feeling would not exist if the environmental constraints
were such that "image™" wouwld survive at the expense of institutional
survival.

The objections to lhe Association's operation are based at times
upon the task expectation of individuals in their colleges. The develop-
ment officers at some of the colleges complain about the "lack of
explicit guidelines," the open-ended nature of the comsortium. What
other group would be so concerned with guidelines and explicitness?

There are disagreements within the institutions about the value of

22. Bernard Bass, Leadership, Psychology, and Organizational Behavior,
lHaxper and Brothers, New York, 1860, p. 182.




consortium programs, and as one would expect, the "antagonists" base
their argunents on advantages accruing to their operations. The business
officer at one college fought for membership in the library processing
center because it would enable him to write a monthly check for all pur-~
chascs rather than spend, at times, more money for check processing than
bouk cost. The librarlian had objections based upon the amount of work and
cost involved in changing from a Dewey Decimal to Library of Congress
classification system, vhich is a pre-requisite for using automated

machinery.

There are great objections to the inclusion of a person in a con-
sortium project which requires the use of technical hardware. There is
the observation by peers that a good theoretical understanding of' the
discipline is unrelated to facility in using the equipment. There is no
challenge to intellectual but to manipulative competencies,

There also might be a transfer of attitudes with regard to faculty
meetings. There is a great deal of resistance on the part of the English
faculty to assembling, discussing topies, and reading papers. Such
activity is much more common in the natural and sccial sciencas than in
English vhere feelings of independence, possibly reswlting from a lack
of paradigm orientation, is evident. The sciences meet a great deal
more often, and enjoy interaction more than their "umanist" counterparis.

Finally, a healthy dynamic is created when role complementarity
exists between task bechavior in both the consortium and the college.

There ayve thiee committess, outside the funetional areas, wihere this
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could exist: the two research granting groups and the visiting scholar
committee. The represcntative could be on these committecs and alsn be
on the college's rescarch council or lecture planning group, and it is
to the colleges' and the consortiwm'’s mutual benefit if this is so. The
research people would deal with the total institutional requests, assign-
ing proposals to that funding area that is most promising, and taking
advantage of all the resources. The members on the lecture series group
could and do use the college program to f£ill gaps in the consortium

series, or try to fund the most costly lectures through the Association.

One of the most frequently heard comments during the field work
was that the presidents speak for and defend their institutions, that
they are nost concerned about organizational autonomy. What else, ask
some, can you expect from a college president? The presidents are the
least interested in initiating projects on their own and use the excuse
that the proposals shoul(. come from bglow. This statement is slightly
paradoxical given the of'c used authoritarian behavior on many of the
campuses. One president who desires initiative from below is the same
who during one period personally ordered cvery book his library purchased.
The college staffs do become involved periodically in new programs.
And according to the literature this should be so. For instance, Porterzs
suggests that cooperation, adaptability, caution, agreceability, and

tactfulness are more apt to be associated with and more important to

23. Lyman W. Porter, Ovganizational Pabterns of lonagerial Job Attitudes,
Anmerican Foundation Tor Muanagement Rescorch, 19684, p. 42,
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staff position functioning and that forcefulness, imagination, indepen-
dence, self-confidence, and decisiveness are related to line positions.
Zajone and Wblfe24 Tound that staff employees have wider communication
contacts than line cmployecs. Staff, according to these writers, should
have more tools to work in an inter-organizationel setting: they know
their organization and are able to compromise and adapt to situations as
they occur. The author believes that a "service" orientation ié an
additional important consideration.

Within the staff are some individuals who, unlike financial aids or

' roles: a dircctor of research whose

adnissions officers perform "sérvice’
responsibility is to know his faculty's needs and s*imulate proposals, an
agsistant dean of a college, and an assistant to the president of a member
institution. All three were most active oa one committee and were active
in their home instibutions attempting to utilize the consortium's poten-
tial, and cach had a responsibility to facilitale action on his home campus.

The author suggests, however, that "service" orientation is but half
of the pre-requisite: +the other is to be high enough in the organization
to have an overview of total institutional needs, to possess both func-
tional and strategic information,zs and to have authority in wrging

colleagues to work on consortiwn programs.

24. Robert B. Zajonc and Donald M. Wolfe, "Cognitive Consequences of a
Persons's Position in a Formal Organization,'" Human Relations, 19:
J.4A8.

25, Morris Janowitz and William Delany, "The Burcaucrat and the Public:
A Study of Informational Perspeectives,” Administrative Science
Quarterly, 2:146-147,
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It has been indicated that staff officers with service orientaticns
who are relatively high in the cdllcges' hierarchics scem to be more
active in and have greater potential to use the Association. There scems
to be another strictural conditlion, somevhat paradoxical to the former,
that has a similar effect: boundary or external orientation.

Kahn et. gl.zs Tind that occupants of organizational boundary
positions, those who face outward, are subject to a great decal of stress
because of widely varying expectations of role performance; they usually
lack authority, and rely on power derived from friendship, respect, and
trust. In addition, the autho¥s find that boundary position occupants are
more innovative than those who have an internal orientation because of
exposure to changing external requirements. Du‘oin27 suggests that inno-
vators are mianimally committed to their organizations and have maximum
access to the envircnment. Wbodwardzs believes that isolated supervisors
are more indecpendent and turn to their colleagues rather than their
supervisors for help and advice. Xerr and Siee;e].z9 find that isolation
is related to the strength of group formation in union activities.

In summary, the literature suggests that boundary positions are

26. Robert L. Kahn et. al., Organizational Stress: Stidics in Role
Conflict and Amliguity, John Wiley, New York, 186+, Chapter 6.

27. Robert Dubin, "Stavility in Human Organizations,” in lfason Haire,

ed., lModern Organizational Theory, John Wiley, New York, 1959,
pp. 246-~247.

28. Joan Vioodward, Industrial Organization: Theory and Practice, Oxford
University Press, London, 1964, pp. 120-121.

29, Clark Kerr and A. Siegel, "The Inter-Industry Propensity to Strike--
fn International Comparison," in A. Kornhauser, et. al., ods.,
Industrial Conflict, MMeGraw-Hill, New York, 1954, pp. 189-212.
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related to roll stress, isolation, cooperation among pcers, and inno-
vation as a result of environmental constraints.

Of the over twenty "problem-solving" committces in the Associatilon,
five consist of boundary personncl, ond three of these have outputs
vhich are among the most successful the consortium has produced.

The institutional presidents nre isolated and extornally'orientcd
and have fruitful, informal, problem-~sclving discussions; the externally
oriented admissions officers interact to sponsor successful counselor
visitation programs,

' They are housed in buildings separate

The librarians are in "limbo.'
from other role positions, are neither faculty nor staff, but in many
respeets both, and have to struggle with the administration for more
funds and with the faculty over belter service. They are in a rapidly
changing, problematic, technical situation, faced with rising costs, and
vhat with a professional ethic of "service,” have joined together for
fruitful discussions and a very achive new project orientation,

All threce groups are composed of bowndary personncl., are rclatively
isolated, and respond to problems through cooperation.

However, isolation is not in itself a conditlon for cooperation:
an external orientation and some degree of social support must exist.
Sone Association representatives were isolated by being ignored or not
being supported by their colleagues. They did not surfer from too many

expectations, but too few; and they did not desire to participate in the

consortium program: "Why help the college vhen it does not care about me.”
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Consortium Involvement may also affect the power of the role
occupant,

Vhen new arrangements are made or programs cstablished in academic
arcas that rest on other than disciplinary grounds, then the administra-
tors, rathex than the faculby, have a great omount of power vis-a-vis
these programs. Thus, it scems, on the vhole, concortla strengthen the
powers of the administration.

Traditionally, college presidents have been able to control faculty
by enmphasizing and judging teaching., The Association presidents on the
Board of Trustees can now affect an acadenmic functioﬁ that has been
traditionally beyond their power to control, cxcept in a negative way
by preventing it: rescarch,

llany members of the reseavrch commithee indicate that they and top
adainistrative officers julge faculiy requests on the basis of intrvinsic
and extrinsic factors. Two of the latter are vwhether the faculty member
is "Liked" and if the college wants to Xeep hinm.

Also, the fssociation's Board has to approve the committec selection
of facully who receive grants. The Doard ihies never reversed a committee
decision,..but it could, and legally. Inasmuch as the small grants may
be precursors of applications to national funding sources, this gives
college presidents a great deal of potential control over the research

funection.

Faculty and middle administrations may also gain power throush the
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Association. iMichel CrozierSl initially suwggested the viable proposition
that power accrues to persons vho deal with arcas of uncertainty. With
this idea, Thompson crecated the propositions that "the induccment/
contributions negotiations process rests on the individual's reputation
for scarce abilities 1o solve organizational-rationality problcms."52 In
addition, "the more sources of uncertainty or contingency for the organi-

zation, the more bases there are for power and the larger the number of

potential political positions.'sm
Given peripheral involvement and need for Association on the part
of the colleges, one vould posit few major power positions resulting from
personal involvement by the representatives. However, some individuals
do extend their influence and/or power. One rcepresentative is a meaber
of many Association committees, and is said by her colleagues to enjoy
the role of "big fish in a little pond." Another representalive on the
research council enjoys his ability to juggle fund requests and reduce

those which he feels are "unrcasonable."

For instance, he recduced a
surmer stipend from $1.,200 to 5800 because this is wha: he felt a faculty
member could live on. IHe agrced to an expenditure for a typcwriter with
the explicit understanding that he would receive it after the research
was terminated.

There are a number of traits thalt individuals cither possess, or

attitudes they perceive, or prior experiences that influcnce their role

31. ifchel Crezier, The Burcaucratic Phenomenon, The University of
Chicago Fress, Chicago, 1867, p. 192,

32. Jomes D. Thorpson, Organizations in Action, op. c¢it., p. 11S.

35, Tbid., p. 129.
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behavior in consortia.

A large number of individuals interviewed hed experienced consortium
involvenent while on the staffs of other institutions. And the prior
expericnces did shape attitudes toward the Associaticn, Persons who had
previous satisfactory involvement showed some perception of the Asso-
ciation's difficulties; based on experience, and suggested new programs
to the Staff. TFavorable previous experience, however, did not guarantee
a responsive stance to the Association: it at times reinforced non-
participation by emphasizing the differences between the two groups,

It was indicated earlier that individuals vho were insecure on

their home campuses tend not to become involved and the "forward-looking"
4

see an opportunity for benefits. Grossack?
frame of reference will determine his expectations of others. And many
of those interviewed expect their colleagues to react to the Association
as they did. Self-conception, in a more private sense, is also related
to involvement: one facully member sees himself as an experimenter and
perceives an opportunity 1o play this part in a receptive orgenization.
Antagonisms mey result vhen different styles are represented on one

group. Some admissions officers believe in the "hard sell,"” others the

"soft sell," some are "gernerous"” hosts and others more "niggardly." Being

in limited competition with each other, they seemingly look for differ-
ences upon ﬁhich to commeunt.

The sex of the institutional representative may have an influence

(o4
>

. HMertin M. Grossack, "Some Effects of Cooperation and Competition
Upon Small Group Behavior," Journal of Abnovmal. and Social. Psycho-
logy, 49:347,

suggests that an individuwal's

‘_

L
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on the dynamics. One fenale faculty member in cherge of a project

interprats negative reactions as based on her sex. DBy feeling a "top

[V

sergeant" is needed in the project, she might over-recact to the sex
difference, and in doing so, create conflict Tor a different reason.
Another female with an admitted unnatural feeling as the only woman in a
: conmittec composed of males, and a need for male support, compromised
her institution's position by bargaining away her "fair share," to the
anger of her institutional president.

Dearborn and Simon.sS indicate that executives perceive those aspects
of a situation that relate specifically to the goals and activities of
their departments. Some faculty members see potential for their pro-
jeets--one tries vo begin a mathematices seminar, another attempts to form
an Asian Institute. However, these facully who have an interdisciplinary
orientation, who perceive any input from any sovwrce, as having a positive
effect on their teaching, seem to be more in favor of and take greater
advantage of the Association's programming. This eclectic and wide-zcope
orientation also resulls tirom an intense interest in matters outside the
teaching function--for personal fulfillment. This might be a substitute
for a resecarch-oriented ¢osmopolilan role. Some cosmopolitans do fre-
quent, the Association, for vesearch grants, programs designed for their

particulor needs, or to escape the boredom of their campuses.

35, Dowitl C. Dearborn and Herbert A. Simon, "Selective Perceptions:
A Note on the Departmental ITdentifications of Exccutives," Socio-
netry, 41:140,
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In the last two sections of this chapter, the author has examined
the planning prozess and the role behavior of those who are involved in
these activities.

Much of the interaction for plarming occurs in committee meetings.

COMMITTEES AND MEETINGS

Twenty-four committees that compose the "grass-roots" level of the
organization are supposed to initiate new program ideas and send them for
approval to the Board of Trustees. How are these committee members chosen?

The college presidents, who may delegate the task to the academic
dean, choose members for the Association's committees. Of course, for
most groups, the "choice" is the person vho holds a functional position
within the institution, such as the business manager, development officer,
or department head. However, the president is not so restricted in
naning members to nine of the committees, such as the research council,
art§ cormittee, or international education group. Where options exist,
there is, of course a trend to name people who have some expertise in the
areas. But this does not hold for such groups as the onsortium research
committee where only three members are more sophisticated research-
oriented psychologists.

At times the choices are very self-serving. One college department
which had a member on the research council, that voted on faculty grants,
was able to maintain its hold in this area although there was a change
in actual representation. Although members of this department did
rececive research grants the following year, thec import of this captured
area is in the relative power position such membership means on the

campus.
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On the other hand, one dean used a variety of criteria which con-
sidered benefits for the institution, the individual, and the committee.
She selected a "personable, articulate" representative who was in the
social scicnces to off-set the heavy natural scicnce composition in the
cormittce, and who being in his first year at the college would have the
tine, due to a reduccd course load, and a desire to become acquainted with
the area colleges.

Many of the committee representatives do nol know they have been
appointed or even that a particular committee exists. There are some
groups that exist on paper only. There are alsc a large number of people
who said they met as a group with colleagues but that it would be in-

correct to call it a "committee! with what that term implies.

Meetings are called either by the chairman, if there is one, the
Central Staff, or they are on a particular monihl;” cchedule. And each
"eall" is accompanied by a return post card cnabling the members to list
available times. Changes are frequent after the initial times are set.

At times the Central Starf has potential projects that it wants to
discuss with different groups, such as an NDEA loan collection service
with.finaucial aids officers, or the possibility of a systems study of
college administration with the business managers. The committees meet,
but the initiative ccming from another source usually indicates that
everyone will listen to the idea, schedule another meeting two months
from that date, and come with various objections to the proposals. Below

are ninubes from two meetings which captwe the spilrit of the groups.
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., '
The first, mceting was called by the Central Staff to discuss a particular

Vi,

project and the sccond featured a guest speaker vho was suggested by one
of the committec‘ﬂemoers vho could nqn attend the session because of

3,
important consideratxons on his campuss
The Student Fid\nelal Aid officers met December 14,

a., The grow dlucus sed the organizational status of
the financial aid offiwers at the various colleges
and systems of communicadion with other college
officers. Information wad, exchanged on the Work-
Study Program, Economic Oppwrtunities Grants, and
the National Defense Educatidn Act. The consensus
of the group was that each findncial aid officer
forward nine copies of an award™etter to the
Association for distribution to t%f other member
colleges. \\

'
b. The President informed the group Sﬁ the existence
of a foundation which makes direct loanh‘to students.

c. Considerable discussion ensued concer&ing re-
cruitment efforts for dl"advantaged studenws. It was
the consensus that the admissions officersjbe made
avare of the need for recruiting disadvantsaged students.
2
d. Consideration was also given to a NDEA ;oan Collec-
tion program. Presently there are about 3,500 out-
standing loans to former students of mcmoer colleges.
The President indicated that he would discuss this
with the business officers and trustees of thz Asso-~
c¢iation. (This program received a great deal of
staff effort, but did not catch the interest o«f the
colleges. )

e. It was the consensus that another meeting of the
financial aid officers should be scheduled fcx late
January and in February.

Meeting of Business Managers, January 18, 1968
a. One representative made an article available that
gave information and costs concerning his use of

plastic wrapping for mailing catalogs.

b. A representative outlined aPPIICuLIOH of a plastic
laminated card for libraries, and ID which could be

[

Prap——
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used in a compubter system. A photo studio has wmade
proposals to the member for producing the cards.

¢. The guest discussed unit costs and questions in-
volved in their use. IHe also made available samples
of reports that could aid in the study of costs.

d. It was the conscnsus of the group that the next
meeting be scheduled for March 27. Subject will be
employment practices and administrative personnel
handbooks,

There were a variety of motivations to attend these and other
meetings. Committee members report the following: a sense of obligation
to gain something from the relationship, because it is contributing to
your salary, because one's chairman wants you Lo attend, fear that the
conmmittee will decide something which will have an impact on one's
operation, to prevent having to extricate yourself from decisions already
made,and an opporltunity to boast. The colleges are semi-compelitive and
want to "look good" in each other's eyes. Vhether it comes from the
president who instructs his rcpresentative to "show them we're alive,”
or from a zealous comniittee member who discusses what is going on in his
college, or passes out literature that received an avard for design,
this element seems Lo be quite drong.

The meetings have an important social function for some administra-
tors. The librarians are "good friends" and enjoy talking about common
problems, not only for the extrinsic reasons, to put the information to
use, but because they just enjoy being togecther.

The sharing of information is quite important, not as & motivation
to attend, but it 5s what usually transpives. It is not known if this

information has any use. The administrators say that maybe something

discussed will be topical for them three or fowr years later.
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Program plenning and decision-making do not occur often. 'The
meetings are irregular, the representatives usually do not or cannot
commit thelr colleges, and this leads to slow, if any, forward movement.

Most committees mect with seven or eight in atterdance only three or
four tiines a year or less. Some groups have not met since 1964. The
consortivm staff is aware of the limited amount of work that a group
meebting 15 hours a year can acconplish. But they feel. that regularly
scheduled neetings would lead to poor attendance by a majority of members
and thus the establisiment of an elite attitude by those who did attend.
Thus, they consciously substitute larger attendance for "equelity," and
more frequent and possibly more meaningful sessions for lack of depth.

The staff also feels that one failure may destrby a segment of the
overall program; risks are not taken because of the insecurity.

There are some committees that have explicit functions: they have
to decide on visiting scholars or distribute research funds. These
committees meet two or three times a year, essentially in long sessions
to accomplish their tasks. Taese are "technical meetings"; policy is
very seldom discussed, ard when it is, conflict, at times, erupts. The
admissions officers meet ‘5o "work out" the logistics of the visiting
counselors, but vhen a pruposal was made by one member for a common
application form, "each jerson looked at each other with implicit compar-
isons in their minds." fThe proposer wished he had not brought up the
topic. In general, the members are satisfied with the level of accom-
plishment end cannot afford the time and 1o not want to spend energies
on revision, Some members said that there is no attention paid to policy

and there is not much conflict because no one really cares enough,
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In general, the functivonal committees do nat correspond to the
necds of the members as they see them. What value, they ask, is there
to having one financlal a2id or admissions form when I devised one
specifically for my student body and philosophy of operation. There is
a committec that discusses the lake program, but at a recent meeting,
the menbers had such divergent interests that the group split: onu seg-
ment talked about funding a sumner program and the other, which had
money, discussed the difficulty of and solutions for getting e boat
captain, fTne needs of the groups were different, although they were in
the same progrem; energies could not be "massed" on one problem.

The last problem points to onc of the most pervasive problems
facing the Association: +the difficulty of commnunication.

TMere are communication gaps between the colleges and the Associa-
tion, prompting one staff member to suggest the need for a "eircuit
rider”; but gaps also exist belvecen committee represcntatives on any
one campus and among the committees.

There are.no combined meetings of institubional representatives,
resulting in a lack of positive communication as well as conflict when
one representative takes action that has a bearing on another's operation.
The business managers, for instance, were unaware of some expenditures
decided upon by:other representatives; a new committee member was not
oriented by his predecessor to the dynamics of the group and as a con-
seouence did poorly in obtaining researeh funds. The librarians "sold"
the processing center to the presidents'with the idea that it would
provide better service to library users, as well as save money. The

presidents heard the Jatter justification and are being disappointed.
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There 1s also a lack of contact among couun;).ttees. Howiever, communi-
cations from the functioning groups to the Board are "built in" as a
consequence of the nced for approval for new programs. Usually the
feedbaeck is negative: a project is not approved because it costs money
and suggestions for the revamping of programs meets with resistance,

The Board demanded explanations for the methods used to approve research
grants and entercvained idecas for a revised lecture series. But no action
followed because of the sensitivity of both areas. There is u thrust to
avoid policy discussions which might result in conflict and compromise
the few gains the members receive from involvement.

A number of obhservations were made that have implicztions of the
functioning of the committiees.

Very few administrative committees have permanent chai:man. lMost
of the faculty committees have "titular" heads, but at times, the
chairmanship rotates to the person on whose campus the program is held.
No one and everyone feels vesponsible for calling a meeting and for the
progress of a committee. Formal authority among members of a cooperative
is difficult to initiate or maintain. But initiation of activities from
or with the membership and not the Central Staff is needed to insure
greater relevance and give professional legitimacy to the sessions.

The prestige differcntials that were mentioned earlier play an
important role in committee meetings. Whether it be between the "liberal
arts faculty" and the "educators" or "large" and "small" colleges,
division based on various perceptions of difference are made and have a
significant effect on committee interaction.

The consortium furnishes each CORD representative with $2,500 to
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stimulate research on his campus. For this the colleges are supposed to
relieve this foculty member from one-quarter teaching or administrabive
responsibility, whieh few do. One representative reports that those who
are given the "added" responsibility do a great deal of complaining in
committee meetings, and are most concerned about prestige, frequently
adding the numbtar of grants they have receivad. They become more aggros-
sive when they feel they are being taken advantage of by their institutions.

Perception of conflict, however, scems to be related to whether a
member represents a ccngltituency on his campus or whether he is a rela-
tively free agent vhich few sre., The members vho can compromise casily
end are not bound by their peers, as for instance in the selection of
visiting speakers, see 1little conflict in committee meetings. Those
representing a faculty commiittee or student union board perceive the
situation as both a waste of time and an "intellectual rape." They
atterpt to meet inst. tutional needs, but by the very nature of the
committee decision, are compromised. Onec college did without spcakers,
although they were paid for in advance, because its cmphasis was not
represented in the final consortium choices.

Many representotives have their institutions "do without" because
they are on the. edge of retirement and do not want to engage in long-
tern commitments. This is especially pertinent with regard to some
members of the Board of Trustees: presidents who foresaw leadership
changes in the near future.

There is turnover on the comnittees, especially those not repre-
senting functional areas of the member institutions. This coupled with

few mectings, means that strangers usvally meet. One representative
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sald it is hard to be cohesive vwhen you need a formal introduction every
time you see each other.

Schelling36 suggests that in a pure collaboration game, players
must understand each other, discover patterns of individual. bechavior
that mekes players' actions predictable, and communicate by hint and
suggestion. On one faculty committee with members from a variety of
diseciplines, the most active were three psychologists., They controlled
the discussion and were members of the summer planning group. It could
have been thelr research orientation, since the committee had that pur-
pose, but it may have bheen their feeling of commonality. The visiting
scholar éommittcc is composed of faculty and one student persomel
administrator who feels removed both intellectually and emotionally
from her colleagues. A Central Staff member is conscious of his lack
of academic preparation when interacting with faculty from the member
colleges. Thus, conmmon educgtional background may create a bond upon
vhich further interaction will develop. According to Scheff,37 with
little or no communication, coordination is a function of consensus.

The author observed Clark'538 finding that decision-making takes a
great deal longer in an inter-organizational setting than it does if
only one organization is involved. The visiting scholar committee

decision takes months to coordinate; in fact, one poteatial lecturer

36. Thomas C. Schelling, op. cit., pp. 84-85.

37. Thomas J. Scheff, "A Theory of Social Coordination Applicable to
Mixed-lotive Games," Sociometry, 30:226.

38, Burton R. Clark, "Interorganizational Patterns in Education,”
Administrative Science Quarterly, 10:236.
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withdrew his name from consideratlon because of the inordinate amount of
time the decislion took. A staff member could not write a broposal in
three weeks because consultation and agrecment among the nine colleges
would have been improbable during that period.

The Assoclation is a formal organization, while the committees are
informal in nature: they do not own property or have legal. sanctions.
Yet vhen members of these informal groups do decide on programs, they
may acquire property and sign contracts, and confusion and conflict may
result, Does the chairman of a project have the authority to prevent or
make purchases? Legal authoriﬁy and responsibility, resulting from
signing a foundation grant, does not mesh with information leadership when

the committee assumes the chairman to be operating under the latter charge.
FULICTIONS

REWARDS

A basic assumption of this study is that individuals cooperate for
oeuwefits, whether hard or symbolic, and that continuatioﬁ in an inter-
institutional relationship is dependent upon a favorabie reward-cost
ratio. It has been indicated that the Association memwers entered the
cooperative especially for potential gains and were salisfied that pre-
sent reward be low as long as the costs were minimal. The investigator
will now examine how “rewards"” are related to individual, committee,

and organizational behavior.
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Individual

Grusky39 suggests "the greater the rewards an individual has
received or expects to receive, the greater his commitment to the
system." This finding is of supreme jnportance in understanding the
motivation of the faculty who participate actively on conmittces, Ad-
ministrators do not receive hard resources--grant money for participation
--and this may explain why they are inactive,

There are two grants committees. The first is the Rescarch Council
vhiich distributes approximately_$20,000 to resident faculty each year
to pursue whatever projects they desire, and the second is the CORD
cormittee which has $4,000 (1969) for educational research. There are a
number of guidelines for the administration of each type of grant.
Essentially, they are for sumner support.

There are well over eight hundred faculty members who have access
to these funds. A most striking finding, however, is that a significant
number of grants go to faculty who‘are actively involved in the Associa-
tion. Forty-two applications were receivad for the 1866-67 academic
year, twenty-two were funded, and ten of the recipients were already or
were soon to become active representatives in the Association. In 1967-
68, nineteen grants for developing research proposals, totaling $7,458
were awarded to faculty under the CORD project. Nine of the nineteen
recipients were active in a variety of Association activities.

This phenomenon can be explained a number of ways. For some, the

grant precedes committee membership and for others involvement follows.

59, Osecar Grusky, "Carcer Mobility and Organizational Commitment,"
Adnministrative Science Quarterly, 10:490,
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Possibly those familiar with the Associatior by virtue of their partici-
; . pation, learn about and take advantage of funding opportunities; or
someone becomes ¢ative for the purpose of making "contacts" for a grant;
or "cosmopolitans" are likely to be active in the Association and in
rescarch; or having a proposal funded implicitly Qﬁligates the recipient

to serve as a presidentinl nominee to a committee.

There is an interesting difference of opinion with regard to
cormittee members obtaining grants for themselves. Many members of the
Research Council have been able to find their own projects. The author
is not making a value judgment of this behavior: it is quite conceivable
that the members are among the most sophisticated and talented faculty
on their rospective campuses, and that rescerch funding for them, by
whatever sources, should be expected. Iowever, the general fecling of
many committee members is that participation on the Council should be
acknovledged by grants. One member said that he has lct it be known
that "he expects his back to be scralched next year as he has scratched

' And he is sure that he will

his colleagues over the past few years.'
receive the grant.

A different oricntation exists in the CORD cormittee. There a
member who received two grants for himself and one for nis colleague
was not admired for his strategic prowess. The difference between the
Research Council and the CORD committee is that the latter has few

mombers who are interested in educstional research. However, if committee

composition changes aud projects can be found by the members, as it scems
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might happen during the second year of the project, then attitudes might
change as well.

Basically, research coumlttee menbers spend their time trying to
distribute the gronts to their faculties,’not to themselves. Although
announcements of grant availability are made to all faculty members,
those who are involved in consortium activities are overrepresented in
the final selection. The research committee representatives report a
number of criteria and methodologies they use in selecting their collea-
gues who will receive funds.

Some representatives respond favorably when they see a proposal
from a department that produces few of them, some favor personal ac-
quaintances, or desire to keep a person at the college, or grant money
becausa of good past research, or no past research, or because of a good

proposal. A few representatives distribute the money zqually to all

who apply; most rank the proposals with or without the help of a committee.

Most representatives complain that they lack expertise in judging propo-
sals from outside their own areas, buﬁ this does not prevent them from
doing so, although some try to gain the objective judgments from others.
Someone has to hr: * the first and second proposals when money is allo-
cated by going around a lurge table until the funds run out.

There is equitabiliy by disciplines. In 1988, the distribution
vas as follows:

Accepted Rejected Total Reject Per Cent

Humanities 27 39 66 59
Soc. Sci. 36 25 6l 4],
Phys. Seci. 26 24 50 48
Education 6 5 1l 45

} e | N,
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Individuals, of cowrse, work for a variety of revards, some hard,
others symbolic. Some representatives want the increase in power; others
belicve Association activities may be the basis for future rewards in
their respective institutions. One faculty member hoped to establish an
area institute based on the basie seminar sponsored Ly the Association,
Another hoped to receive a higher salary based on his experimental work
in the Association,

One staff member favors the use of central funds for rewards. He
feels they may create change in the colleges:

We nust bribe the faculty through research grants and

stimulate them througn CORD. The heart of the matter

is the faculty, and there is no real way you can reach

them. You cannot tell them what to do or to teach,

but hope that something will occur by the ripple elffect.
Committee

There are two basic committee functions: problem-solving and rewand
distribution, some groups have a combination of the two. The problem-
solving function will be treated in the next section.

Reward dis;ribution is facilitated when the committees are composed
of representatives having heterogeneous institutional goals and perspec=~
tives. Tf homogeneity o%iained, there would be a greater degree of
conflict.

It was mentioned thet the representatives to the Research Council
select the grant recipient on the basis of a varicty of criteria, in
addition to self-selection through spplication. Basically the choices
are made by ranking the proposal at home and "going around the table

util the money is wéponded.” The heterogencily of representational
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perceptions with regard to whgt they can expect from the distribution
activity nullifies potential conflict.

Tirst, the investigator will lay the groundwork for these percep=-
tions. ‘here is aﬁ explicit fecling that the colleges should share
equitably in the distribution, each college contiibutes $1,000 and agrees
to metch it with other funds for their faculty who receive grants. How=-
ever, there are some representatives who attempt to gain as much as they
can by strategically manipulating the ranking according to the size of
the grant requested. When someone ''gets out of line" or "bares his

" in the words of one member he is ignored until his

teeth too much,
competitive impulses subside. Another press for equality is that alien-
ation of committee colleagues is a bad tactic if one hopes to have
personal grants funded. There is a fixed sum and the distribution is
relatively "soft."

However, in spite of this press for equitability, until very
recently the prestige institutions, who generally have better faculty
and thus more compctent proposals, have received somewl.ut more than they
put in. And their continued satisfaction was based on this differential,
even if it were but a few hundred dollars. The less prestigious schools
basically got their fair share, and if they received less, they still,
from a total view of all the revwards of membership, rcceived enouwgh to
remain members. There were different motivations involved, and this is
all-important. One school reinforced its standing, but another gained
prestige by "competing" with the sister institutions and not faring too

badly. If they had all wanted to reinforce their perceptions of common

prestige there would have likely been more conflict for the funds,
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Differamtial revards prevented it. As .thc gap closes and the “better
schools™ do less well, they question the grant activity, and wonder if
it might not be more efficient just to add the association's research
funds to their owm internal one.

One consequence of the general press for equitability is that some
very poor proposals sre funded; this 1s even recognized by the repre-
sentatives from whose college they come. One con hope that the stimulation
of poor research will eventually increase the quality of the faculty's
efforts as they gain cxperience. But with Institutions having various
qualities of faculty, the long;range perspective means that in the short
run quality is sacrificed for equitability: "etter proposals f{rom some
institutions do not receive funding becsuse of a non-intellective

criterion.

It has been indicated why the committee of admissions officers has
a very successful but limited program. They are externally oriented,
face constraints from the state system, but are concerned about mein-
taining the individual images that their institutions :xude. Another
important factor is that enough differences exist among ihe institutions

so that the counselor program is able to succeed.

The Association conducted a survey of duplicate applications for
the 1886-67 school. year, for tl.e puvrpose of trying to gain approval for

ne

a comuon application form. College I was nol a.mener when the figures
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vere assecrbled, College A did not submit statisties, and College B, the
community college was not really involved bacause of its unique nature
as a public insbtitution. The [igures of the remaining institutions indi-
cate a total of 1,556 duplicate applizations. College C shared 189
applications with other members of the Association, College D shared 297,
College E shared 410, College F shared 258, College G shared 95, and
College H shared 326. The largest number of dupllications were between
Colleges E and H (143), and Colleges E and D (110), It is interesting
that the only admissions officers who said these statistics were signifi-
cant had the most to galn by a common application form: College G, the
two-year institution that had a small share of the high school graduate
market, and College F which had a low prestige rating by most of the
other schools and which could only gain by being considered with her
more prestigious neighbors,

iere were some surnrise findings. Although there are similarities
in currviculwun and prestige among Colleges E, D, and H, Colleges E and F
have different prestige ratings, and the fact that they shared 73 appli-
cations could not have baen well-accepted by one of the schools,

Hovever, two significant factors allow for cooperation: there are
enovgh Aifferences among the colleges to attract a different student
body, and the cormittee, responding to environmental pressures, decided
to follow an integrative strategy of increasing the joint gain, thereby
allowing "soft distribution" of this gain to more likely occur.

The public and private two-ycar colleges appeal to a specific
clientele. The four-year institutions have some differences in admis-~

sions standards, there are several church atiiliations, differences in
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rural-urban environments, and differcnces in tuition. There are enough
dissimilaritics to match the various intercsts and abilities of high
school seniors so that heated competilion does not exist.

The sccond major factor was the "decision" which was both explicit
and impliclt, to enlarge the area and the intensity of recruiltment,
rather than compete by utilizing a fixed-sum, varisble share payoff
situation.

Many of the colleges now recruit outside New York State, and each
year they host guidance counselors from different sections of the natien,
There are some admissions officers vho feel that they ought to attempt
increasing the harvest from already cultivated fields rather than begin
nev ploughings, but a national student body has educational and prestige
overtones that are missing with local pcople.

In essence, the admissions officers chose to increase the joint
gain through an integrative strategy, and what with the natural differ-
ences among the colleges and the limited appetites for new studeats, a
soft strategy could be assumed in distribution.

The Development Officers cooperate in exchanging tips about foun-
dation monies that are based on specific research projcects, not general
pwrpose grants. In short, heterogeneity of institutional needs is
favorably related to cooperative interaction of consortium participants

~ for reward purposes.

Organization
It has been indicated that both the rewards and costs to the

institution are minimal. As one staff member suggested, "They operate
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with mirrors.”" Certeinly there are costs in time and in modifications
of self-concepts, but not in hard resources. Over half of the dues are
returned to the institutions via the research council grants” and visiting
scholars program. Also, many individual faculiy receive 3300 each from
v state grant for participation in a non-western seminar and each school
is paid $2,000 for the time of a representative to the CORD committee.
The cash is returned, and it brings more than it each college spent it
itself.

However, when examining the rewards that institutions receive from
membershlp, not only should tho total situation be kept in mind, but the
fact that some symbolic revards are worth a great deal more than certain
monetary gains. An institution might gracefully accept less research
funds for the prestige of competition, or for being avle to use the list
of visiting scholars as propaganda to incoming freshmen, The two-year
in~titutions may accept a lower status position for a greater oppor-
tunity to transfer its graduates to the four-year colleges. In fact, a
four-ycar institution in she Association regularly recommends that
prospective freshmen go to a two-year college in the consortium if the
former school is filled. They can then transfer from the junior college
after they receive the associate degree. The two-year institution mails
catalogs and applications to them the same day the letter is mailed from
the four-year school, and this coordination is planned.

The case study will close with a discussion of the second function

of the Association: vroblem-solving.
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PROBLE}~-30LVING

lost of the Associatlon committces have a problem-solving rather
than reward function. The mcembers must decide on means as well as ends,
Unlike the reward function vwhich flourishes with heterogencous mistives
and expectations, problem-solving depends on the homogencity of nceds
under consideration. Homogeneity does not imply uwnanimity or lack of
dissension among the group members. It merely means that the vepresen-
tatives are able to meet similar needs through interaction, tuat the
menbers represent different functional arceas that are similayv in pro-
fessionally relevant respects,

The following examples will indicate what is meant: C(ne of the
three consuliants to the librarian's committee was asked "to examine the
exlsting situation, to aid in delincating goals for more productive
cooperation, and to outline methods and systems of improwring individual
and collective operations." After making his recommendations, he wrote:

This group of colleges has sufficiently standardized
processes and goals so that the separate libraries o
ought to be able to accept unified processing better - -
than other libraries (in other parts of the country)
which have far less homogeneous collections, goals,

(and) methods.

Many registrars believe that their problems and operations are
uniguely related to the philosophles and purposes of their institutions.
There may be only a half dozen methods of registering students, but
minor variations and traditions take on some importance. In short, the
registrars’ internal orientation is not conducive to cooperation. How-
ever, a vegistrar vho had nothing to share with his Association colleagues,
was planning to visit an institution outside tie consortium to discuss

operational problens associated with a specialized curriculua they both had.
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Similarly, the business managers have had very few meetings, and
those they de have are inforretion sharing rather than project develop-
ment oriented. Business managers share similar problems and procedures
depending on whether they are "public” or "private" and if they are of
a similar size,

In addition, visiting scholar committee members have difficulty
narroving down the choice of speakers because of heterogencous needs;
faculty members collaborate when they are interested in similar problems;
the public two-year college representatives sponsor seminars for other
two-year institutions that have similar curricula and problems; and the
scholarly Jjournal comnittee members have different standards with vegard
to what 1s publishable material, and they have not agreed in six years.

In short, institutional representatives identify problem-solving
sources as those vhich are functionally and structurally similar to

their own.
CONCLUSI Y

Most Association memvwers are internally oriented and if unable to
identify problem-solving =r reward outputs for themselves, do not involve
themselves in joint affairs, In addition, ﬁﬁere is peripheral involve-
ment . Coseréo suggests that “loosely organized groups, in which members
participate segmentally rather than with total personality are less

likely to experience intensified conflict...." "Given segmental

participation," he says, "the very multiplicity of conflicts in itself

40, Lewls Coser, The Functions of Social Couflict, The Free Press, New
York, 1956, p. 6.




tend to constitute a check against the breakdown of consensus."
There is Association consensus in non-threatening, non-strategic
areas. But the lack of agreement and fear of eroding institutional

autonomy checks consensus and Joint action in areas that matter.
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CHAPTER V
THE MASTERS UNIVERSITY--LEWIS STATE COLLEGE PROJECT
HISTCRY AND BACKGROUND

In October 1964, an Assoclate Professor of Business at Masters
University, in the northern United States, visited Lewis State College,
a Negro institution in the South, to recruit candidates to do advanced
work in industrial administration. It was dwring this contact that the
Professor, a Negro, discussed a possible long-term cooperative relation-
ship between Lewis and Masters, discussions which were followed by a
series of visitations between administrative officers and faculty of
the two institutions and subsequent funding under Title III of the

Higher Education Act of 1965--"Strengthening Developing Institutions,”

The program between these colleges, a bi-lateral between a
developing and a "host" institution is one of 220 funded with $30,000,000
in fiscal year 1968. Developing institutions can be predominantly Negro
or predominantly white~-both types of colleges take advantage of the
aveilable funds. The dynamics described below are the result of inter-
actions between a developing Negro college and an established white
university; and although the racial differences do affect the relation-
ship, it is the small, relatively poor college-mainstream university
pattern that is being explored.
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TFollowing the October 1964 meeting, the Associate Professor re-
turned to his campus to discuss the proposal with his Acting President,
but because of their limited experience with inter-institutional
cooperatives, they both met with the President of the state system who
himself had developed such & program in his previous position. The
President suggested in February 1965 "that explorations to develop
scientific programs start ﬁnmediately,(and) a research grant supported
by his office was made available to facilitate such efforts.”

In the early spring the Northern Professor went %o Lewis State
College to explore possible areas of cooperation, and meetings with the
President and Vice-President, who was President-designate, centered about
the following areas: student exchange programs whereby Jjuniors from
Lewis would spend a year at Masters under a pre-graduate fellowship,
graduate fellowships for faculty desiring to do further work toward the
Ph.D., experimental projects using television and other media at Lewis,
workshops to upgrade and stimulate both faculty and students at ILewis,
and experiments in inter-disciplinary courses to fill in voids in the
Southern institution's social science curriculum.

In April and May the Presidents and Academic Vice-Presidents ex-
changed visits and they agreed "to take the necessary steps to qualify
and secure foundation and/or governmental financial support for a long-
range cooperative relationship," but they also agreed to proceed with
programs that were feasible without external support.

In this spirit, a guest lecturer was invited by Lewis to participate
in the Summer Session and Masters provided two graduate assistantships

to Lewis seniors for ithe following academic year,
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Two other early developments had a significant impact on the
evolving relationship. In the féll, the President-designate at Lewis
decided to spend a year "interning" with the new President at Masters
University. Although the internship was not dirgctly related to the
proposed cooperative, a deep and affectionate relationship developed
between the two leaders and provided the basis for the warm regard that
each has for his counterpart and for the ease and oponness of communi.-
cation between the top offices today.

In December, in an effort to learn about Lewis College, ten
faculty from Masters travelled south to "assess" the cooperating
institution's program of studies in the liberal arts, This initial mass
interaction on the part of the Masters faculiy had both positive and
negative effects that will be discussed in later sections of this stud&.
In the main, however, the Masters faculty were shocked and dismayed by
vhat they saw. The reactions were writien up, accidently found their

way to the Southern schdol, and set the strained toune of the relationship.
PURPOSES

INSTITUTIONAL

It was immediately recognized by Masters' adminigstrators that the
Project should be truly a cooperative effort: The University President
and College FPresident-designate agreed that "the vwhole direction of
this effort (should be) toward developing a socially and professionally
concerned but scientific and unsentimental approach to inter-institutional
cooperation between regions in the United States." In addition, Masters'

administrators tovk great care to stress in their verbal and written
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interactions with Lewls counterparts that the relationshlp would be
reciprocal. Masters personnel knew that Lewils had more to guin from
the project, obviously the agreement would not have been initiated if
the Southern institution did not need help, but there was an overriding
concern that the project might be perceived as a paternalistic affair.
The question remains whether the consortium can, in actuality be other
‘han "one-way, " but officially there was an attempt to avoid unilaieralism.

Letters to foundations for early support and working outlines of
the cooperative programs support the interview data on this point, As
examples, the following is quoted from an early draft of the program:

OBJECTIVES

A. To assist in the develo;.ient of comprehensive
College Readiness programs at Lewis and lMasters,

Expected Benefits--Lewis

1. Increases the scope and completeness of the
College Readiness Programs now in progress.

2. Releases faculty (Lewis) for regular teaching
assignments and opportunities to continue work for
higher degrees (e.g. serious shortage of Ph.D.'s
exist in the soclal and natural sciences).

Expected Benefits--Masters

1. Increases the faculty's experience with College
Readiness Prograws. As a State University, Masters
will be expected at some point in its development to
contribute toward the education of disadvantaged
youths in this State,

2. Increases th. social growth of faculty and
students at Masters. Participation will involve
educational efforts in complex environmental settings
(e.g. students are highly motivated but seriously
bound by poor cducational opportunities at home and
in the schools).

B. To provide Lewis State College with increased
opportunities for graduate education and cavecer
development,
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Expected Development--Lewis

1. Increases the flow of qualified students toward
non-teaching areas.

2. Provides more ccllege teachers. The long-run
solution to educational problems in the South must
involve the development of more Negro Ph.D.'s.

Expected Developments--Masters

1. Provides potentlal graduate students. Students
from schools such as Lewis are capable of pursuing
graduate work after some training in a well-structured
graduate schonl readiness program.

2. Contributes to social growth of students from
Lewis. Graduate 1ondiness programs will entail the
interaction of students at the undergraduate and
graduate levels,

These early purposes served as the basis for the formal objectives for
the continuing program. They are:

To provide students at Lewis State College with
unusual opportunities for graduate study and to
increase the flow of graduate students to univer-
sities with developing graduate programs such as
Masters.

The Southern institution hoped that those receiving a graduate education
would "increase a source of potential college faculty that may be more
inclined to consider relucating at Lewis,"

To encourage ani increase opportunities for qualified
faculty members of lewis to accelerate their growth
toward professinnal excellence in teaching and re-
search through the pursuit of advanced degrees, and
through post-graduate work at Masters tailored to
serve expressed interests and needs of individuwals.

The purpose was to stimulate and professionally up-grade Lewis faculty.
To enrich and improve educational and administrative
efforts through inter-university activitles: lectures,

research and teaching experiments, cultural events
and symposia.

The two institutions saw "mutual benefits to be gained from reasoning
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tugether about problems, sharing new experiences, encouraging Joint
rescarch experiments and sharing cultural activities."

To investigate the usefulness of and to cxperiment

with a variety of tcachlhg media as a means of

improving and enriching ir.struction,
Masters and Lewis felt such projects had potential given the faculty
shortages both were experiencing; It should be noted, hovever, that

this last objective was deleted from the description of the program

given to the Masters faculty.

Although there was a concerned attempt to maintain complementariness
in the consortium, given different payoffs resulting from the separate
needs of the two colleges, some potential prohlems can be identified at
this point. First, the Southern institution's payoffs seem to be more
imnediate and the Northern college's more long-range, thus the latter
would experience initial costs and perceive the cooperative in this frame-
work. Second, Masters is oriented toward the program, in spite of the
rhetoric, because of socizl consciousness. In short, within the frame-
work of the paradigm, Mastors has a "statesman" orientation-peripheral
involvement for external rotivations. It will be interesting to observe
the university's acticns vs their costs increase and they become, as a
result, more centrally oriented. Lewis, on the other hand, is internally

and centrally oriented to the gains that might acerue to them.

TITLE III FUNDING
The cooperative project had been initiated before foundation or

federal funds were in sight. Visitations occurred, preliminary objectives
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were formulated, and lmpressions were made before Title III of the
Higher Education Act became law. There had been and today there rcmain
sincere attempts for reciprocal inputs and rewards. However, the
"Strengthening Developing Institution Act" seriously compromised attempts
at cooperative interaction. The criteria for awards robbed pride from
the requesting institution and set the stage for a paternalistic attitude
by the "ost" university. Conceivably, problems of unilateralism might
have developed in spite of Title III, but the probability of such an
interaction pattern was that much greater because of the demeaning posi-
tion the developing institution had to assume. According to the grant
guidelines:l

Colleges which have the desire and potential to
contribute to the Nation's higher education re-
sources but wvhich are struggling for survival
and isolated from the main currents of academic
life may he eligible to apply for a grant....

Priorities will go toward institutions with "limited financial
support, small endowment, and alumni with limited capital to offer; high
dropout and transfer rates; limited offerings within minimum programs;
obsolescence and inadequacies of laboratories, libraries, and other
instructional facilities; low faculty salary and minimal faculty degree
achievement; heavy faculty teaching load, sparse output of professional
writings and limited professional activities; lack of expertise in
administrative and fund raising areas; inaccessibility to cultural and

academic offerings of other institutions either because of the instil-

tution's geographic isolation or the unavailability of such offerings

). Higher Bduecation Act of 1865, Title ITII-~Strengthening Developing
Institutions, U.S. Department of licalth, Lducution, and Vellfare,
Office of Bducation, Washington, August, 1966.
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to the institution."

In response to the demands posed by these criteria, Tewis State
College vrote an cXtensive description and evaluation of itself'. In
sumnary, its major strengths as it saw itself were: a wlllingness to
raise its own stature, a comprehensive conceptlon of its weakneuses, some
established programs, and a body of students with good potential. Its
weaknesses included "insufficient persommel in qualiiy and quantity; lack
of an active involvement by students and faculty in research and in major
educational events in national academic life; and lack of 2xposure and
depth in preparation to enable the students to pursue graduate work or to

" These are but few of the weak-

enter rewarding careers in industry....
nesses described, the list was followed by a description of the college's
cultural isolation and plans for improvenment by virtue of the cooperative
with Masters. Although the Federal guidelines may have initiated a
serious self-study, the rietoric of the College's response did not equate
with the actual pride held by the faculty and administration.
The guidelines did nchk detail the role of the cooperating agencies,
except to act as contribulors to their counterparts' improvement, and
the regulations did not po2rceive any gains accruing to the host college.
But if the guidelines stress the unilateral nature of the inter-
action and inferiority of the recipient, it also placed the locus of
responsibility for performance with the developing institution vhich is

the college that recelves the funds. The Office of Education desired

"o support self-determination by the developing institutions in theixr
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election of alternative courses of action” wiith the long-range goal of
assisting "instituticns in arriving at the point where they can gencrate

maximum support from other Federal support programs.“2

This is the background of the bilateral cooperative--its history and
the purposes for which it was established, given the constraints and spirit
of the funding guidelines, The guidelines, however, were but one of the
factors affecting the consortium. Of great importance, as well, were the

environmental constraints, which follow the brief outline of the colleges.
BRIEF OUTLINE OF THE COLLEGES

Masters University is a state related institution which is in the

process of developing from an undergraduate liberal arts college to a
university center. This high prestlge college enrolls 3,000 students.
The faculty-student ratio is 1/12, 75% of the teaching staff hLold
doctorates, and the library contains 250,000 volumes., The College Board
weans are 622 Verbal and 639 Mathematical and 83% of the freshman class
is in the top 10% of their high school graduating classes.,

Jewis State College is a state related institution which has both

liberal arts and education curricula for 2,000 women and 790 men. The
faculty-student ratio is 1/21 and less than 20% of the teaching staff

holds doctorates, The library houses 55,000 volumes. The students nmust

2. ''Conference Workshop Sessions," Report of the Conference with
Developing and Cooverating Institutions of Higher Education, U.S.
Office of Education, Govermment Printing Office, Washington, 1968,
pp. 64, 67, :




153
possess a "C" average to be admitted anl score & mean of 10.5 on the

American College Testing Program (range 0-35).
TH{E ENVIRONMENT

The Federal guldelines required the developing institution to be
"isolated from the muin ciarents of academic life." ILewis State College
addressed itself to its academic and cultural isolation in the proposal.

The developing institubion, however, is also located in one of the
least progressive states in the Souti: and one which is recognized as
having a very poor public cducational system. The host institution, on
the contrary, is in a state noted for its progressive social legislation
and excellent public higher educational facilities. The large gap,
however, was one of the motivating factors leading to initial financial
support from the Norther. State. In addition to it being in "vogue,"
the Northern educational Leaders wanted to prod their Southern counter-
parts into becoming more involved in Negro education, to support the
Negro colleges as they had the white schools, The Southern state's
Board of Higher Education did not welcome what they saw as Yankee
imperialism but were persuaded to accede to the proposal because of the
heavy financial input they would gain.

There are, of course, normal problems that develop vhen state
related institutions join in an agreement. For instance, Masters had
to involve itself with an extraordinary amount of "red tape" to ship
obsolete equipment to its sister institution. However, surmounting
the legal difficulties of transferring public equipment to another poli-

$ical Jurisdiction are the problems of having thls infusion rccognized
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by the legislative officers of the "developing state.”" One of the first
expressions of commitment by the Masters administration was to invite
Levis librarians to the Northern campus to select duplicate books from
the library. However, to avoid potential problems arising from having
these books, wnich are stamped with Masters ownership, seen by the wrong

persons, the volumes are officially "on loan."

Fear of the Southern state's response was justified in the minds of
the protagonists. HNeither white students nor faculty were allowed to
matriculate or hold permanent appointment at the Negro colleges, and
although this has been somewhat modified, Lewis administrators must
"assume that the lectures and the consultation are supplementary to
existing course vork....We are explicitly avoiding any direct links
between lectures and classroom teaching responsibilities.”

This fear of state retribution, potentially evidenced in budget
cuts, reduce meaningful irteraction. Potential crises limit cooperation,
Masters visitations are shortened and its faculty are not encouraged to
give separate courses on “he Southern campus. This leads to "erash
programs” emphasizing workshops and full two-day schedules for visiting
scholars. It also serves as an insulating device for the éouthern
college which can prevent unilateral programs by attributing repercus=-
sions of the legislature as the rationale,

Tewis has strongly and consistently barred Masters students from
coming down who feel motivated by liberal political ideas. The admin-

istration can ill afford, it feels, to have its tenuous position
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compromised by a radical who "wants to spit in the local sheriff's eye."‘

And the tension, it might be noted, is high on the Southern campus. Al-

though the Negroes there are insulted if you call them "Blacks,"” there
has been developing a sense of political consclousness, and police and
national guardsmen have occupied the campus over the past few years.
In fact, the social and political problems were severe cnough in 1964, °
when the Worthern Associate Professor made his initial visit, that he
wrote the local FBI office to advise him of potential trouble as he, a
! Negro, was travelling with a white.
As repressive as many white faculty feel the Southern state is, so
their Lewis counterparts have difficulty in adjusting to the different
j Northern enviromment. Many students taking courses experience 'culiure
» shock"” in the freer and more open atmosphere, and faculty experience
different degrees of frustration in observing the abundance of support
and facilities their brethern have. One professor, seeing the equipment
at Masters, became ill and had to ?etire to his motel. |
Environmental differences also have an effect on the objecctives and
potential programs of the bilateral. The extremely poor educational
iA background of the Southern students handicaps them in the Northern con-
text on both the undergraduate and graduvate levels, prompting many
Masters respondents to suggest that Lewis wouwld do better to relate to
a better Southern institution where the norms and backgrounds of their
students were more similar. On the other hand, if Masters entered the
program to learn about disadvantaged students, they might betier have
reached local disadventaged who will be their future clientele. There

is a difference between the aggressive Black and the conservative Southern
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Negro in ecducational preparation as well as in polltical expression.

The differences in environments have a determlned effect on the
cooperative arts program, with the excep*lon of the visiting lecturers
phase. The repressive atmosphere in the Southern state is not attuned
to the freedom that the artist nceds to produce good work; and theatre
personnel, to do significant productioné, must have intimate experience
in legitimate theatre, and these exist in major urban areas.

There are serendipitious results as when a well-known Forthern
faculty artist attracts whites tc the Negro campus and the local citizens
subsequently extend invitations to the Negroes to attend the local sym~
phony orchestra concerts. But, in all, physical distance between the two
institutions, in thi. altruistically moiivated exchange, has lesser im-

pact than the political and social considerations that are in evidence.
THE ORGANIZATION

COORDINATORS
Masters

When the Masters Prolessor visited the President of the Northern
public higher educati-nal system, he convinced the gathering that the
proposed coopérative would be unique: both institutions had state
affiliations, had similar sized student bodies, and were "developing":
Masters into a Ph.D. program. But large-scale proposals are the ini-~
tiator's style. He is a Negro born in the same state as Lewis State
College, did his Ph.D. work at the University of Illinois, has won
numerous fellowships, and in additlon to associate professorship status

at Masters, is heavily published, an industrial consultant, and has been

D Pe— [ e [
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voted the outstanding young man of the year by the large clty in which
Masters is located. .

He is a "dynamo,"” a synoptic thinker, vhose proposals are worked
out and administered by those who can translate hold ideas into routine.
He is pursuasive and, according to many, is sensitive to success., There
are nunerous psychological motivations that people attributed to account
for his involvement in the program: aggrandisement, working off guilt
feelings for having "achieved," and altruism,

He was able tu achieve a very close relationship with the President-
elect and the Dean of Instruction at Lewls, to the latter he would sign
letters with his first name in a relationship heavily burdened by foxrmal
diplomatic considerations, There is evidence that the Northern Professor
and the Dean colluded in bringing change to the Lewis campus, in spite
of reactions of local facuwlly. But for these, the Northerner had little
respect. He administered the program, fearing disaster if they were
responsible for it, and both- lax administration on Iewis' part and a
superior attitude by the Northern Professor are cvident in the frequent
correspondence between the two institulions. The program was perceived
by Lewis faculty as belonging to the two coordinators,

The initiator left Masters at the end of the 1967 {iscal year, and
although extremely frustrated by the difficulty of initiating and main-
taining fruitful relationships with Lewis, wrote a "whitewash" evaluation
of the program. It was only the threat of the new administrator not to
cover the problems that led to a more accurate and troubled appraisal.

The new Coordinator, formerly involved in academic counseling at

Masters and a member of the faculty commitltee oversceing the cooperative,
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does not have the steture of hls predecessor. He lacks the doctorate
and is unable, even if he has the desire, to run the program single-
handedly as had been the case. The Coordinator was reduced in fact to
executive secretary of the committee. Although responsible for initiating ‘
and administering the projects with Lewis, he 1s more accountable to his
faculty "superiors." This position is acceptable to him. He conceives
of himself as a catalyst, has spent many years working in poverty pro-
jects helping the disadvantaged, and for personal reasons, is quite
insecure. Frequent reports were sent to his superior, the Vice-President
for Academic Affairs, more for the safety of the Coordinator than for
the enlightenment of the higher administrator,

The new Coordinator initially, and to this day, spends large blocks
of time on the Southern campus. Although the trips are diminishing in
nunber, he was initially there one week a month for seven months. And -

it was an extreme frustrati experience. It was and stiil is ver
P

difficult to gain the respect, attention, or concern of the Lewis
faculty or administration, and it is only through a determined perseverance '
thet he is able to gain their commitment to new joint ventures.

Sometimes the problems seem so insurmountable that it -
seems foolish to even try anymore. But then there

are individuvals vho are benefitting. Maybe we should i
shift the focus from the system as a whole and keep 2
our score on those individuals who seem to benefit
from vhat we are trying to do., The system is so
impenetrable and resistant to change....It seems so
hopeless to effect radical change in the system. I
guess we should just look at individuals with the
feeling that if we can effect a few it has been worth
our time. Sort of like first aid and rehabilitation
of individuals one by one,

The Coordinabtor has bacome a sirategist in dealing with his Lewis

[



159

colleagues. He personifies McCall and Simmon's statement that:

We discover vwhat we conceive to be alter's current

interactvive role, modifying our ovn lines of action

on the basis of vwhat we perceive alter's implica-

tions to be with respect to our manifest and latent

plans of action. MHaving imputed a role to alter,

we devise our own roles in7light of what alter's

putative role ncans to us.Y
He not only attempts to satisfy Lewis faculty, he also tries to win over
possible dissidents before they create problems,

Although he is somewhat disturbed that his administration is not
supporting the cooperative as strongly as he would desire, he is becoming
as disillusioned as his superiors are of the viability of the relationship.

The Coordinator was successful. in his attempt to shift responsibility
for the administration of the program to Lewis this year, He believes it
should be their program, that paternalism would be reduced if Masters
turned over the administration to the funded institution, Iewis resisted
this change. DNot only is there a lack of administrative depth, in quality

and in numbers at that college, but now it squarely places the success

or failure of the program in their hands,

Levis State College

The Lewis Coordinator achieved a great deal more power after the
first Masters liaison left and the second turned over the administrative
functions to Lewis. In order to understand this coordinator's actions,
one must be sensitive to the envirommental situation in which he operates.

Lewis is split into numerous factions, based on disciplinary and

3. Goorge J. McCall and J. L. Sinmons, Identitics and Interactions, The
Free Press, New York, 1966, p. 136.
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personal differences. The investigator was told and observed the satis-
faction with vhich "colleagues" told uncomplimentary stories about ecach
other. As will be exXplained later, Lewls is very much a traditional
soclety, and the quarreling based on small family matters 1is striking to
the outsider. In addition, there are obvious pover plays on this authori-
tarian campus composed of "locals"; and the control of a few hundred
thousand dollars, which was ‘he 1967-68 budget, provides great potential
pover. In this case, it is used.

The Lewis Coordinator reports to the President and thus, complaints
about expenditures must be severe before one goes to the top. Programs
are judged irmpossible to conduct, before and after negotiations between
representatives of the two institutions. As one example of this is the
following letter belween the Chairman of the cooperative committee at
Masters and the Lewls Coordinator:

Pursuant to cur phone conversation with you on May
28, 1968, I sat down and did some contemplabting.

I had hoped that the suggested personnel visits
mentioned in my recent report could get underway
on schedule, and was somevhat perplexed by the
diverse reasons 'in respect to the proposed trip

by Mr. ,» 2nd to why such a trip might be
difficult to arrenge by your office at this time.

You menticned curreznt budgetary considerations,
student registration during the June 2-8 period,
the problem of getting the '0.K.' through the
necessary administrative channcls, as well as the
fact that our irstitutions differ in that Masters
is rescarch oriented while Lewis is teacher
oriented as grounds for at least a delay, and
possibly the non-existence of portions of my
suggestions.

I am indeed perplexed by each reason, and taken
back by all four, I am unahle to make any speci-
Tic comment on the budgetary considerations, but
having dealt wi'h federal funds myself, I find it

'
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INSTITUTIONAL PRESIDENTS

Masters
Initial contacts had been made before the current President of
Masters Universily had been selected. He, however, was very much in
favor of the proposed cooperative between the twé institutions, and in
fact, invited the President-elect to spend a year interning with him.
The President, like many Masters participants, felt that he couwld

fulfill both social and educational objectives by participating in the

cooperative, Although it may not have been an initial consideration,

the cooperative novw means fulfilling an obligation without subjecting

oneself to continmuous cempus protests by a group of Afro-American students,
A very close relationship developed between the President and the

President-elect, each was learning and each confided in the other,

The Presidentjelect of ILewis State College had done his Ph.D. work
at the University of Chicago, and was a former Lewis College graduate.
He had been disturbed by what he saw as the demeaning pesture his
President had taken with the white State Board of Higner Education,

selling one's pride for a few pennies., He had been prumised the presi-

dency, but the incumbent kept extending his tenure.

The President-elect knew Lewis well, was high on lhe staff structure

[ p—

to gain an overview of the needs and had the power to enforce his will.
He pressed the incumbent President to agree to the cooperative in order ‘
for the liberal arts and science components to be strengthened. e has

been somevhat cooler to the project since his irnauguration, and this
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hard to conceive of the difficulty you mention con-
cerning the support of this trip under a variety of
headings within the project.
It is often necessary for persomiel to leave the
campus, and I would gather registration weck to be
as viable a period as when classcs are in session.
Earlier confercnces with Mr, indicated this
would be an appropriaste period to schedule a visit.
I haven't the foggicst of what is meant by the
difficulty of getting spproval through the proper
administrative channels....

I would like to think that we do place a great deal
of cmphasis on undergraduate instruction....

I feel strongly that it would indeed be unforiunate
if an administrative chain were to dampen vhat I
consider to be a truly cooperative end beneficial
program wher:in Loth of our institutions can profit
inmensely.
The spirit of the two positions taken above is mirrored in other nego-
tiations,

In addition, the Coordinator, who is not generally respected on his
own campus, fails to perform basic administrative functions such as
telling Masters when they are sending undergraduates wup and a phone call
from the airport is the first notification, or failing %o tell transfer
students that they are not receiving a stipend and the first indication
of this is vhen the checks do not arrive.

The administrative problems are an overriding factor in the frus-
trations felt by the Masters faculty a.. administration. And it is

control over such a large fund that reinforces the coordinator's pre=-

rogatives and idiosyncracies.
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might be expechted givem the different mode of operation between the line
and staff positions and the "vested interests" he inherited. He is
extremely cautious about Masters student involvement at Lewils lest the
state legislature be upset, cuts the length of proposed visits to the
Northern campus, and suggests that some Northi-South faculty interaction
not occur,

However, if the warm and open rclationship did not exist among the
two presidents, conflicets would be sharper. Complaints on either side
filter in and are discussed personally by the leaders before they erupt
into major breeches. At the same time, some differences are not brought

into the open, but smouwlder,

TIDIVIDUAL COLLEGES
In this section of the case study the author will describe the two
cooperating jinstitutions, their interaction, and the concept of "pride”

as it relates to the consortium.

Jewvis State College

Lewis State College, with liberal. arts and education curricula, can
best be understood through juxtaposition with Masters University. At
Lewis there is a very strong authoritarian relationship between the
faculty and administration, and the students vwho are also under strict
parietal rules. Professors talk down to students and in many instances
treat them with contempt. It is a traditional soclety: when the first
contingent of Masters faculty went down they vere invited to Christmas
dinner with the local faculty, and, to their embarrassment, were given

Christmas presents. A strong "collegiate" atmosphere cxists: sports
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and beauty pageants are very important campus events. The school has a
1imited number of courses: the catalog mirrors any Northern university's
but very few of the supposed offerings are actually glven because of
limited faculty. The students arrive with poor educational backgrounds
and this forces the college to devote its freshman year to a great deal
of remedial work. As an example of the inadcquate college preparation,
over 60% of the student body scored between ninth and eleventh grade
placement on the California Reading Test that measures vocabulery growth

and reading comprehension. Less than 5¢ were at freshmen college level.

According to Nabrit, Vhite, and Zacharias:
Those members of the faculty who have proceeded
through the Negro educational system are likely to
be at best half cducated....Tie nature of their
o training makes it unlikely that they will be
able, by their own unaided efforts, to move the
system forward; they are more likely to be its
vietims then its saviors.%

The author was unable %to gauge the faculty's competence, but iasters
faculty, who have worked with their counterparts, rank it as low, with
some rare exceptions., Thcre have been some infusions from outside-~-~
either through experimental programs or from‘faculty who gain their
degrees from reputable w.lversities. But one experimental program is
isolated from the regular curriculum with questionable transfer of ideas

in the future; and faculty from the "outside," if Negro, are looked upon

4, Samuel N. Nabwrit, Stephen White, and Jerrold R. Zacherias, "Program
for Negro Colleges,” in L. C. Howard, cd., Interiunstitutional
Cooperation in Hirher Fducation, Institute of Human Relations,
University of Wisconsin, idilwaukee, 1967, pp. 29-30,
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with suspiclon; if white, with snspiclion and varying degrees of
hostiliby.

There is also a very unrcalistlc atbitude about the educational
process. As an example, the following is quoted from a brochuvre to
attract undergraduates into the physics program. fhere was no realistic
assessnent of requirements, only that:

an efficient program of undervgradvate training makes
graduate study casier, pleasant, enjoyable. The
physics major includes two years of foreign languages
and the experience of independent investigation in
the Advanced Laboratory--desirable prerequisites to
graduate study.

Taere is also the reinforcement of prejudileial attitudes held by
some whites toward Negroes, but in this caese by Negroes toward Negroesg,
About handling expensive equipment in the biology vprogram, the instruc-
tions read:

Negligence and slothfulness can result in extensive
loss....It is our obligaetion as good citizens and

disciplined people to be constantly mindful of ex-
penses involved in a good biology program.

Masters University

Masters University is developing from an elite state related liberal
arts college, and it is growing rapidly. Graduate work began in 1961
and there are now M.A.'s offered in twenty-four areas and Ph.D.'s in
twelve. The campus has & strong intellectunal tone that supporis academic
freedoem by students and facully, and the faculty members have major

professional or disciplinary lecanings,

Interaction

Collegies.~~Given Lhe different enviromments ot the respective
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institutions it is not surprising that articulation has proven difficult.

An initial atiraction of the cooperative was that problems could be
met Jointly because of institutional similarities in sizes of student
bodies, external relationships, and stages of growth. And although
common institutional research could be developed in the area of college-
state relationships, cooperation in academic areas finds little comple=-
mentariness.

Lewis, like most state colleges, does not wish to think of itself
as a teacher training institution., It has a liberal arts program whose
faculty feel superior to the educational faculty, But, in fact, it is
a teachers college. The 1966 placement figures show:

7% graduate or professional school

70% teaching

9¢, orgznizational positions

3% housewives

114 military or ?
And most of the students taking the liberal arts curriculum enter teaching,
given the need and environmental constraints on Negroes in the Deep South,

On the other hand, fasulity at Masters University have contempt for
education courses and for an institution with such a purpose.

The investigation‘suggests that a‘more viable relationship would
exxist if the co}leges had similar objectives in fact rather than in
ideals. A strong state tuachers college, preferably in the South where
norms and backgfounds would be similar, would seem to offer the moét
productive relationship for solving common problems. In this context,
cormon experiments could be run with institutions whose representatives

had similar interests, spoke the same language, and had similar problems.

This suggestion anticipabes two issues to be discussed later: firvst,
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wmany Lewis faculty take a great deal of pride ln relating to a name
Northern university; second, there is considerable evidence that Lewis
is not interested in common problem-solving, but in the rewards that
accrue to them. Thus, as suggested in the previous case anslysis, hetero-
geneity and not homogeneity would prove functional for rewards.

If homogeneity of institutions with respect to purpose might aid
in the posing and solution of problems with in~-depth participation by
cach institution, the forward-looking and disciplinary oriented faculty,
some of vhom exist at Lewis, would be clearly disturbed. Some of the
dynamic faculty are less interested in what they are than in wvhat they
can become, Said one ILewis professor, "We want to be a top liberal arts
college fummeling into the professions., If they want to teach, let them
go." TFor this faculty member, homogeneity would be a Mesters University
relationship, but in his case, ideals far outrun realistic expectations
based ypon a number of constraints: degree of potential funding, nature
of the student vody, and recruiting powcr of the institution.

Although there is a desire by Masters for reciprocal interaction,
there is also the recognition that the relationship is unilateral, and
for good reason. "This is a research instituticn by inclination and
administrative pressure," There is little to gain through Lewis except
having worked with disadvantaged students and this may not come for
some time. |

Many Masters faculty are dismayed and amazed at what they consider
to be a closed system, a stifling atmosphere on the Lewis cempus. They
observe inadequately prepaved faculty, poor utilization of the Ph.D.'s,

inadequate libravy facilities-~and a well-fed footlall tecam, There is
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the rerognition that sports is an avenue for Negro upwérd mobility, but

the environmental conditions turn many away from interaction. "Mutual

o

esteem is highly related to group attractiveness and effectiveness.,'
There are, however, a number of lMasters faculty who are impressed

with the level of accomplishment at thc Southern campus, given the

conditions vnder vhich it =xists. Said some active members:

The men jin chemistry are industrious; to irprove the
field we can give these people a chance to spend their
time teaching, rather than having to do the dogwork.

I had the feeling that I was talking to students who
were as receptive to what I said as many of our stu-
dents, perhaps more so.

Cenversations with Mr. and the present menbers
of the very capable biology stalf lead me to believe
that they are genuinely interested in using the equip-
ment they have acaquired, and are highly motivated to
further their professional capacities through organized
research efforts when time is available,

Inasmuch as the chemistry and biology departments are among the few
strong areas in the liberal arts, such attitudes are understandable,
But there can also be similar weaknesses., A member of the Masters physics
department, who interacts well with his counterpart, indicated that Lewis
stvdents were not that different from his regwlarly matriculated students
who come from small colleges, have parochial backgrounds, need remedial

work, and aspire to work in the local industry.

5. Bernerd Bass, Leadcrshin, Psychology, a2nd Orgsanizational Behavior,
Harper and Brothers, New York, 1060, ». 296,
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One of the similerities between the two institutions is that they
are still developing. However, internal develovment at Masters detracted
from potential inputs to Lewis. For instance, the Masters chemistry
department was moving into new buildings, establishing new programs, and
had little time remaining to consider ocher instibtutions. As crisis
1limits the viability and reduces the communications channels of organi-
zations, so internal development and growth problems not only cost scearce
resources but reduce the probability of an external orientation. The
same possib.ility also holds for the Lewis campus. There may be forces
within institutions that are undergoing internal tremors that reduce the

potentiality for boundary transactions.

Faculty and Staff Interaction

There has been a steady flow of partlcipants in each direction.
Between February and April 1967, six Masters representatives spent 127
man days in the South and one Lewis staff spent 14 days in the North.
During the period July-December 1967, thirteen Leuwis staff and thirty-six
Masters people travelied o each other's campuses. In all, considerably
more man days are spent in the South by workshop participants, ‘concert
nusicians, or course lecturers. Faculty and staff come North to help
plan the workshops and tc learn what their counterparts are doing.

Often it is with cornriderable difficulty that Masters representa-
tives are able to coax thelr counterparts to visit them. The Masters
Coordinator had been trying for over a year to have his counterpart visit
the campus, end when he finally did arrive it was only for a few hours.

He came to have the proposal for chera; support signed, and in order to
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accommodate a reading of the documents, the Masters administration forced
the Southern liaison Lo re~schedule his early flight to Washington.

The comrmunications that do exist are costly: encergles are expended

" to phrase the letters in the "proper" languege; time is spent in repeti-
tive reguests for routinc administrative tasks and actions; it is
expensive by phone and time-consuming by mail. lMany of the communications
are inaccurate either by design or through negligence and rumors hreed
on this situation. For instance, a Lewis faculty member called the
Northern Coordinator's office to substantiate the "rumor" that ILewis
exchange students were without accommodations and money.

The Southern Coordinator did not complain about Northern communi-
cation. The Masters representative said, "We hear absolutely nothing.
The silence is deadening.” Scheff suggests with little or no communi-
cation, coordination is a function of consepsus--which in this case

. 6
rarely exists.

Student Exchanges

A significant feature of the initial objectives of the cooperative
were student programs vhereby Lewis undergraduates would come North for
coursevork. Masters University originally sponsored suvmmer workshops,
entered four junior year students in a "graduate readiness program”
which gave +he Southern student an opportunity to study in a graduate
school environment where rigorous expectations were encountered, pro-

vided four gradvate assistantships for Lewis bacallaureate holders, and

8. Thomas J. Scheff, "A Theory of Social Coordination Applieable to
tixed-lotive Games," Soclometry, 30:226.
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a "fifth year" program for graduating scniors who desired to come up to
graduate school level. .

Many of these programs were delebed because of a reduction of Federal
funds; but, in all, they were judged unsuccessful by both campuses, in
spite of the proposals rhetoric.

The students may well have learned a great deal of academic material
and may have learned something aboub the society that few had previously
entered., But the expectations of the Masters fazulty generally went un-
met and the students created difficulties upon returning to the Southern
campus . ‘

In addition to being victims of a poor Southern cducational system,
the Negro students are lreated with contempt rather than understanding
oy their instiructors. Students fear to answer questions in class for
fear of being incorrect. Said one about a classroom expervience at Iasters,
"I never before acquired knowledge in such a pleasant atmosphere, feeling
free to say anything right or wrong, without being ridiculed."” Rote
learning is the norm at the Southern school end the Northern instructors
must attempt to persuade the students to participate in clasé discussions.

Not only did the students experience social adjus:nent problems in
the North, they also recelved nmediocre to poor evaluations by the pro-~
fessors. The students, who were the Dest that Lewis had to offer, were
usually highly motivated, and only a mere few excelled in the open
environment. The following faculby comments were the norm:

About graduate students the professors said--

She was conscientious but never read and thought
beyond superiicial and conventional level, IHer

previous training hadn't equippad her 1o analyze
writing; she should take introductory courses.,
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She has no organlzation of the mind. Music 291 was
too difficult for her intellectual level. Ve should
attack the fundamentals first.
A graduate student received a "D" in Biology 283
because of his inability to grasp concepts, to
communicate or assimilate knowledge. He could get
an M.A. somevhere, but not here. A certificate
program or internship would have been more valuable
to him and considerably less devastating.

A student received a "D" in Philosophy 11l because
ner papers vere plagiarized from texts,

These situations destroyed many of these students' imesges of themselves.
They had excelled at Lewis, but at Masters they found themselves doing
mediocre work at best,

It was planned that the undergraduates returning to the South would
become tutors in the Tewis courses. Many did, but they also found upon
their return that no provisions either for continued financial aid or
housing had been mede for them. They had been "deserted™ by their home
carmpus administrators, treated as "turncoats."

Many of the students experienced culture shock upon their return
to the South. Many could not see going back to what one called a "third
grade atmosphere.” Students had tasted "excellence," knew where they
stood in relation to top students, and would no longer accept what they
considered to be the myth of Lewis' superior education. A large number
of the students refused in study during their senior yecar as a reaction
to the meaningless rhetoric about Lewis and a realization of how educated
they really were. Some mimeographed an anonymous tattle sheet called
the Gedfly. It mocked faculty, and alluded to improver personal conduct

and lack of expertise,

The Lewis faculty were rather cooll to the idea of continued student



interaction on the Masters campus.

Although it was initially hoped that the Northern bachelor degree
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holders would attend ILewis to obtain teaching competence by enrolling

[

in the education curriculum, no one has travelled that route. Courses

are taught on a very elementary level at Lewis for somcone wanting a

[

taste of advanced work and for Masters students the costs, both financial
} and soclal, would be very great.
Lewis faculty and staff cannot understand the lack of recivrocal
) exchanges by Masters students. Many of the Southerners have a great

decal of pride in their education faculty.

Pride

l Lewis sent the best students it had o offer and they not only

| failed academically, but became disciplinary provlems upon their return.
The poor student evaluations were taken by many Lewis faculty as being

: Jjudgments on their teaching proficiency.

However, the introducfion of "pride" occurred earlier in the rela-
tionship when the grading procedure between the {two institutions were
developed.

The top administratiie officers of the two colleges agreed that
the Lewis students, becarse of poor preparation, would be evaluated in
descriptive terms by the Masters faculty while Iewls would assign the
grade based on how well the student performed in accordance with local
i norms,

Both Masters end Lewis faculty committees rejected this proposal.

3 | The Masters people did not want to use a double standard and wished to
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place the students in a realistic educationally demanding situation.
The Lewis faculty did not want their students to be the objects of hand-
out grades and belicved their Lest students could perform at the required
level.
After a great deal of discussion at all levels, the agreed upon

grading procedure included the following among its provisions:

a, Visiting students from the Project should be

appraised but not graded on the same basis as

iasters studenrts.

b. 'Junior Year' students should not be treated as

transfer students to Mz2sters but as 'exchange' stu-

dents receiving evaluations but not grades. Masters

faculty could use the S-U grading system.

¢. Upon completion of the junior year, liasters

will send to Lewis for ecach junior student a

transcript of courses taken and a 'package'! con-

taining course descriptions, comments, and general

cvaluative information. Lewis facully should study

course outlines and choose a course at Lewis equitable

to the one taken at Masters, then administer a stan-

dardized test to determine if the student can pass

on the basis of the standardized test administered

by Lewis,
In addition, strong ef'forts were made to provide supportive counseling
and the norral course load was reduced,

Pride dictated a more stringent evaluation systen than originally

planned by the Presidents; self-conceplions were damoged as a result of

those evaluations, producing strong negative reactions to the program,

"Pride" in the grading procedures was the resulb of an unrealistic

evaluation of one's strengths., If "cooperation is born of awareness of

——
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limitations,"7

then proudly self-sufficient, virile institutions snd
menmbers will find such interaction difficult. And so, an unrealistic
assessment of faculty credential needs led to a decrease in the number
of graduates going from llasters to teach at ILewis.

In the fall of 1968, Lewis administration attempted to fill all new
faculty positions with the Ph.D. M,A., degrce holders are more likely to
work in u teaching rather than a research institution and a number of
Masters student reguests for informetion about teaching at Lewis were
recorded. With little potential for fruition, the student advances were
not encouraged.

Realistically, given the nature of the student body and the teach-~
ing thrust of the college, Ph.D.'s were nceded movre for public relations
than for legitimate functions. As Nabrit, White, and Zacharias maintain
with regard to Ph.D. holders coming into the Negro institution from the
outside:

(They) are forced by the nature of the student body
to lower their sights in becoming part of an insti-
tution which does not reflect thelr aspirations nor
offer them the oportunities which led them to seek

a career in college teacning. They have neither

time nor facilities Yo continue their own research,
nor the supvort of talented and qualified associates.
In consequences, they soon fall out of the mainstream
of research, and inis inevitably prejudices their owm
capacity as instructors.8

Lewis needs good dedicatel teachers, not a faculty trained to conduct

research.

7. Eldon Johnson, "Coopervation in Higher Education," Iiberal Education,
48:475.,

8. Nobrit, ct. al., loc, cit.
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Lewis State College has a great deal of pride in vhat it has been
able to accomplish in an alien enviromment. And this pride is difficult
to maintain when Masters faculty go dovn to "nelp the peasants"” or
"ovaluate their program."

In a situation where Lewis' greatest nced is to help the faculty
with en apprentice program, faculty do not attend scholarly mectings or
programs sponsored by the cooperative since it might be seen as admitting
8 lack of knowledge. The faculty resent help and a paternalistic atti-
tude is rcad into situations, regardless of its actual existence.

Although some Maslers faculty do use the visits for giving direction,
there is, on the part of Masters administration, a great concern that
tact and diplomacy be part of the visiting facully's equipment. And in
the projects which have sustained themselves, Lewis people admit that
"they never got the fecling that Masters was superior to us. They wanted
Lo know what we wanted done."

Pride and self-conceptions are affected vhen Masters faculty and
administration are treated superbly by their Southern hosts, teach
classes, and give lectures, and vhen Lewis faculty are "hidden” on the
Northern campus. The Southern faculty members wonder why they cannot
teach a guest section or vhy they meet students in faculty members'
houses rather in meaningful encounters. Some Lewis faculty fear inter-
action with their counterparts; they think they might not be qualified,
and vith few exceptions, they have accurately rcad the expectations of
their colleagues,

These conditions lead to a great deal of role playing. The polite,
superficial level is wederlaid with feelings of distrust, inadequacy,

and superiority.
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Pride nust be "interlaced with common sense,"

as one Lewis faculty
member put it. Cooperative programs will succced vhen deficienvles are
recognized and bullt upcn. The Jewls English Department recognized the
basic remedial problems of fresturen and worked closely wiili Masters
faculty to devise a tutorial program which after two years has been
evaluated very favorauvly by the two colleges. 'The concept of a tutorial
was not well accepted by many Lewls faculty and some involved students
were hostile to the project, feeling degraded bafore their peers.

Pride interfered Jith the progress of the bilateral. Many Masters
professors showed little respect for their counterparts, with the more
sensitive Mastcrs faculty attempting to cover the wounds their colleagues
made. Lewis faculty want to be treated with professional respect, vhick
is difficult vhen they interact with research.oriented professors.

Vhen Lewls' strong points and facuvlty are recognized by Masters,
vhen Lewis looks at itself realistically, and "pride 1is interlaced with
common sense," projects result. But healthy pride is daifficemlt to
maintain when a Southern faculty member says he goes North "for a

benevolency."
PROGRAMMING

PLANNING

The first large-scale exploratory visitation for planning occurred
in December 1965 by a group of ten Masters faculty and the project
leader. They talked to thelr disciplinary counterperts on the Lewis
campus, visited the library to assess the holdings in their fields,

talked to students, and during the two evenings they were there, dis-
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cussed the findings of thelr day's adventures, reccording the different
arguments,

The faculty members were awed by the sltuation, Some withdrew
because of what they felt were the magnitude and Intractability of the
problems., A few were impressed by the efforts expended by their Lewis
colleagues in spite of conditions and continued to work on the committee,
The majority, however, reacted in the following fashions

In a short report, the faculty member noted that
Lewis lacked equipment of all sorts, had terrible
class slzes, poor faculty preparation, black

faculty paternalism, student cheating, the feeling
that students must "keep in line or their finamcial
aid will be terminated, too many athletic scholar-
ships, controversirl books restricted from the
bookstore, inadequate library resources, and an
impossible faculiy load. "On the whole," he said,
"I think the faculty is competent to do work at

the level now required; that is, to prepare secondary
school teachers.,...it would be a different matter if
they were offering a liberal arts program...."”

As a resalt of c¢onditions at Lewis, the Masters faculty gave
peripheral attentian to the project after they ret.vned to their campus,
In the words of one, "The student and faculty deficiencies could not be
erased in a semester, it would take five years." The vost would be too
great for more significent involvement that would hold the promise of
success. An altruistic motivation will generate just so much involvement,
costs are considered as involvement becomes more centril,

Two major accidents occurred during the initial plenning stages.
First, a written report of the Masters visitation was seen by the Lewis
President-elect vho was interning on the Northern carmpus. Not only were
copies of the critical document sent South, but the Northern reaction to

£~

Lewlis also nearly caused the program to terminate. Hastily arvanged
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meetings were convened with the Lewis President-elect to persuade him to
continue his commitment, Second, a Lewis biclogy professor coming North
was unable to make an appointment with his counterpart because the latter
did not have the time to see the Southerner. ‘This event dealt a sharp
blow to the Lewis biologist., When he became Dean, it placed an unsyn-
pathetic administrator in a positicn to harm the projeci's growth, which
it did.

The first Masters Coordinator, a synoptic thinker, had developed a
multi-phased project development time schedule., Phase I from July 1966
to August 1956 included, among other sumuer projects, a workshop invol-
ving development of' a physies laboratory, intensive courses in languages
and social sciences at Lewis; Phase IX from Scptember 1966 to the follow-
ing Auvgust, included a variety of student programs at Masters and faculty
exchanges; and Phase ITI during the 1967-68 academic year, added the
experimental use of closed circuit television as an aid to teaching,

However, planning continued during and after the frequent visits
made to the Southern caﬁpus; Curricular experiments were developed, the
student programs operationalized, and institutionsl studies planned,

The Masters Coordinator worked virtually alone on his cempus in
the planning of these projects. Some administrators did contribute,
but faculty were used as resource pcople and as contributors to projects
for which the groundwork had been laid. Similarly, at Lewis the Dean
of Instruction worked to the exclusion of faculty. Vhen Lewis faculty
were asked to visit the Northern campus to approve courses their students
would take up there in the exchange progeams, for many faculty this was

the first they knew that such a cooperative arrangement had been made,
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The program was in the hands of both administrations, and peripherai
faculty support may very well have resulte? from their initial and con-
tinued exclusion in program-planning and policy-making.

To some extent, the exclusive involvement of top administrators
was a —eaction to the relatively short time period that was available to
complete the proposal for funding. lMany dbservers of consortia believe
that cooperativz programs must start in peripheral areas and grow slowly.
A relaxed atmosphere did not exist because of the dynamism of the protag-
onist at Masters and the need to plan projects prematurely for govern-
ment funding over a five year period., It might be noted that the
sensitive program was recognized by the second Masters Coordinator as
having to fit in with the other priority areas on the Northern campus:
"The problem is to get started without creating conflicts with existing
priorities. I think there will be plenty of inputs for growth and
develooment (in the future) without threatening or interfering with other
programs." |

The sanme consideration is not evident in locating Masters programs
on the Southern cempus. In fact, there are numerous examples of requests
for rearranging faculty waiting lists for staff apartments on the Southern
campus to accommodate visiting Northern counterparts on teaching assign-
ments.

Joint planning seems to be successful when the counterpart depart-
ments reach a "critical mass” by assigning similar priorities to the
same problem area. The Masters English Department desired to work on
student deficiencies and the counterpart faculty were in the process of
thinking about a new remedy, as the prosent remedial sysiem was unsuccess=

ful. )
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Program-planning centers about a number of distinect afeas. There
were the nunerocus student programs mentiloned above, which have now becn
discontinued. The Masters coordinator spends much of his energy devising
"eurricular experiments” and these have included "A Raisin in the Sun"
produced at Masters by the Lewis Theatre Group, Music Department concert
exchanges (the Lewis organist had an audicnce of six because of poor
publicity), a research project "Carecer Preference Analysis" initiated
by a Masters sociologist (but not followed through by Lewis because of
a lack of research talent in their soclology depsrtment), a Social
Science Workshop (on the eveniﬁg of Martin Luther King's assassination),
a film society, and a visiting lecturers program, amorg other projects.
Also, there are short summer courses, nokably in physies/chemistry.
Leﬁis personnel become involved in the project to further both faculty
and staff development, not by in-service training or participation in
consortiwn activities, but by attending conferences, other degree pro-
grams, and workshops.

Among the "ecurricular experiments"” are a number of erash programs.
They result from the feeling that "one-shot" approaches are inadequate
in meeting the problems and extended visits are too cosily. Also, there
are environmental constraints limiting the dwration of interaction on
the Southern campus. Thus, a faculty member might go down for four or
five days, or for two days on two successive weeks. They amount to in-
jections. A semester teaching assignment with greater potential for
long-term benefits was unsuccessful.. Without attributing cause and
effect, the Masters faculiy member was shunned by his Negro colleagues,

and he took less then conplete inbterest in his assigument by missing
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section mectings and becoming & visiting professor at another local
college.

There is the hope by Masters personnel that there will be a residual
effect, that courses and lectures given by Northern faculty will be
taught the following year by their counterparts, or result in greater
collaboration. And, in fact, some Lewls people would hope to see fewer
trips South and a greater building up of indigenous leadership. 3But it
is difficult to "build up" equals. Pride, the desire for reciprocity,
realistic differentials, and the spirit of the Federal funding confound

each other.

ROLE BEHAVIOR

In the previous case study, it was pointed out that staff personnel,
vho score high on security and social needs fulfillment, were more likely
than line persomnel, vho ave mobivated by sutonomy and self-realization
fulfillment, to engage voluntarily in cooperative rela'tionshipé.9

The forward-lcoking Lewis President-elect held an important staff
position, was high in his organization's hierarchy, and had the authority
to enforce his will. And his attitudes toward the cooperative changed
in strength, though not in direction, after he assumed the Presidency

and inherited its vested interests.

The Masters and Lewis Presidents, who are on their organization's

9., Lyman V. Porter, Organizational Patterns of Managerial Job Attltudes,
Americen Foundation for Management Research, 1984, v. 26,
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boundaries, cooperate and interact well. However, a cooperative behavior
is also evident along boundary functions of nron-boundary personnel.

The Masters Musle Department has a close relationship with Lewis
counterparts, TFor the most part, Northern music groups go down to per-
form. Professional rnusicians, by definition, briefly enter the boundaries
of a person's life~space., In addition, there is a positive transfer of
behavioral patterns between what is normally required in their roles and
what is required in the cooperative,

College pfofessors have many fuactions and can perform a varciety
of activities within the broad framework of the relationship. The
majority of interactions occur, however, vhen Northern faculty give
lectures on the Lewis campus. This is not only an attempt to alleviate
cultural isolation, gather needed inputs without creating problems from
more than peripheral contact, but lecturing is a major boundary function
of' professors. Consultation for ccurse development, cormon problem~
solving, jcint research projects occur infrequently, if at all. Leetures
have little lasting iwmpac’, and they might be supported by Lewis on
that basis, as well as their obvious public relations value; but they
also require a role function which by definition is most easily capable
of boundary permeation, Cnce again, there is a positive transfcr between
the normal role and cooperative role behavioral patterns.

In addition, faculty and staff development projects occur outside
the boundaries of the Southern campus; Lewis personnel do not participate

in the internal cooperative programs for "up-grading."
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COMMITTEES
Masters

It was the desire of both college Presidents that faculty and
administrative officers from lMasters participate in the program and
conceive of Towis in professional ratvher than in empatheéic terms.

The professional criterion used in the selection of faculty parti-
cipants was that they represent different academic disciplines. Masters
faculty went and still go to Lewis for a variety of reasons: some did
it out of friendship to the Coordinator, to radicalize the Negro in the
South (a large number of Masters faculty call their counterparts "Uncle
Toris"), to change or sce the South, to bolster one's self-image (the
Messiah complex), and curiosity.

A roster was prepared by the first Masters Coordinator with the
nanes of faculty who might be interested in the Project. He outlined
the substantive areas with which each would be competent to deal: ‘has
ideas about using teaching aids, willing to work in the language depart-
nent, and could be helpful in carrying out closed circuit television
experiments.” But in addition to professional competéncies, cach person
was identified_és having “a personal commitment to increasing educaticnal
opportunities,” having "¢ personal commitment to some of the social
implications of the project,” or having "had teaching experience in the
South." Many involved faculty were active in civil-rights movements
varying from radical to moderate, and some participated in the project
out of guilt for not having had a greater involvement in the Negro
struggle.

AL present the wniversity-wide "Coumitiee on Committees' chooucs

atems @ hasams 0 A
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members to serve ¢n the project group. By and large, these are people
vho have worked on curricular prbjects or whose background suggests an
interest--active involvement in civil rights work, experiences in pro-
Jjects to benefit the disadvantaged, or aenthropological experience in
Africa,

A number of Masters faculty have had experience in teaching at
schools, white or black, vhich are similar to Lewis State College. Some
professors have worked in Negro colleges and can easily identify with
their Southern counterparts. One faculty member, the chairman of the
Masters committee, has done his schooling and has taught at a small
teachers college that, like Tewis, was isolated, poor, and had minority
groups students who depanded on financial aid. He is a teacher primarily
and sees a great deal of accomplishment and potential at Lewis. Respect,
born of accurate knowledge of the handicaps and achievements, strengthens
the commitment of certain Northern faculty. It produces as great and
as sustained an input of encrgy as the strong feelings of empathy from
others. But, in addition, it produces a greater respect in retuen fron
the Southern campus. Ixline's finding seems to be relovant:

Individuals willing to continue to work with tae
group on a similsr task were more accuwrate in per-
ceiving the task-oriented behavior of their group
than were individuals less willing to work wis

the group.lo

They operate within the same paradizm.

10.  Ralph Ixline, "Group Climate as a Factor in the Relevence and
Accuracy of Social Terception,"” Journal of Abnormal_snd Social
Psychology, £5:388, ’
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Levis

Cormittee selection and participation by Lewls feculty are the
results of holding a major position in the college, such as departmental
chairmanship,and for some, their perception of how their particwlar areas
might be strengthened through the relationship.

Some Southern faculty are motivated by the "gadfly" roles in which
they perceive themselves. Tney want "to shake things up" and see the
project as an opportunity to fulfill this function. Also, some Lewis
faculty are in conflict with their colleagues. In a sense they are
isolated., Onc¢ member has come to the college from outside the state and
its social environment, is alienated, and is actively invelved in the
cooperative. A more pervasive isolation has an opposite effect, however.
One Lewis faculty member, not on the commititee, lacks acceptance on his
campus, is isolated by his pecers, and is extremely aggressive and voeal
in his non-participation,

Thus, there are tvo committeés, one on cach campus, responsible for

the Masters-lLewis project.

MEETINGS
Hasters

When the first Masters Coordinator was in office, the Northern
Pro ject Committece was virtually non-functional. Although this regular
facultly committee met threce or four times a year, they zgreed to the
plans of action prrvosed by the coordinator. It was o.ly upon the change
in coordinator tihal the faculty chairman assumed the decision-nmaking
functions,

A typical meeting agenda includes:
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I. Revievw of last yesr's activities
JI. Budget for the current fiscal yecar
Current student programs
Possible programs under curricular experiments
ITI. Next ycar

Reorgenization of administrative structure

Program proposals

Guidclines fox future planning

A great deal of time is currently bheing spent in attempting to
aryive at rceciprocal programs. But for all the energy going into this
cffort, little seams to be produced.
A sercendipitious result of the interaction among tasters facwiy

is that the tecaching staff has learned a great deal about the wniversity
in its totality, and it has broadcned social acguaintances. In fact,
thils was also an important result of the initial faculty excursion to
the South. Cne faculiy member sald communication was established be-
tween menbers of the delegation as a result of the many hours spent
arguing, discussing, and planning cooperatively in areas of serious
concern removed from direct selfish interests at Masters. “ihis exper-

ience has had a very positive effcet on faculty relations on our campus,”

If the committee at Yisters meets relatively seldom, the Lewis
grovp meets even less oftan: in fact, not more than once or twice a
year, if that. The program is run exclusively by the Lewls Coordinator.
A standing question of the Masters Coordinator when he talks to faculty
at Iewis is if the committee has met; one recnt attempt to ask this

question was answered before the rcspondent actuwally heard the entire

qQuery.




187

Joint Meectings

'fhere are periodic joint mcétings, "dromas" as some respondents
characterize them, During one of the first, they reviscd the grading
structure for exchange students ond considered a number of projects in
theater exchange and in the social and natural sciences.

A request for the last joint meeting was made unexpectedly by the
Lewis Coordinator. Tne Masters liaison did not went to bring his
committee down without good reason, but the counterpart insisted that
the Southern group wanted a joint ccnference. The Masters Coordinator
knew the other commiltee had not met; and thereupon he agrecd to visit
the group himself, prepare an agenda with tham, and then arrange a
mezningful joint session.

He arrived for his mecting, only turee or four orf the Lewis faculty
cane, mostly late, and it was obvious that they were out of touch with
the project. In order for the Lewis Coordinator "to save face," the
Ifasters liaison explained the progress of the ccoperative as a summary
report. They did formulate a joint agenda.

The need and agenda for such a joint session was articulated as
developing planslfor the current academic year, establishing priorities
and articulating principles for 1969-70, clarifying the roles of the
faculty committees and chairman, generating a sense of involvement and
commitment, and expanding basic activities.

The discussions progressed smoothly in the joint two-day session.
The problens and objections appeaved, however, vhen Masters faculty
visited colleagues on the Lewis campus in an attempt to plan further

and to impleuent new programs.
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There are, of course, informal sessions between campus represen=-
tatives. 1In short, Northerners are hosted royelly if they arrlve to
"give" & lecture or voncert; they are ignored if the purpose is to
develop more support. At times the Northern Coordinator schedules
meetings with the Lewls President, only %o arrive and find the Southern
lecader out of town for a week., The appointment is probably made without
the campus leader's knowledge. In addition, the Horthern Coordinator
finds it impossible to spend more than a half hour talking with his
counterpart during a three day visit; and he is kept waiting two hours
in an outer office by another Jewis administrator, only to receive a
ten ninute "audience,"

Trips North are characterized by very full schedules.
YUNCTIONS

REWARDS
Inaividual.

lfasters University.--iiost of the Masters facullty and administration

initiated or continue in ihe relationship for altrulstic motives, or
rewards to self-conceptions. Mead suggests two types of role relation-
ships~~the economic cxchajye and the sympathetic religious, or external,
orientation.

The religlous atiitude...takes you into the immediate
inner attitude of the other individual; you are iden-
tifying yourself with him insofar as you are assisting
him, helping hinm....your attitude is that of salvation
of the individual....The cconomic nrocess is more
superficial and therefore is one which perhaps can
travel more rapidly and make possible an easier communi-
cation...(A religious communication) is scen when we
carry the ecoromic process beyond the profil motive
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over into public-service concerns....(Furthermore),

in order to be in sympathy with someone, there must

be a responze vhich answers....If there is not a

response which so answers, then one cannot arouse

sympa*thy in himself.ll
Masters' religious motivation and Lewis' pride reduce the thrust for
further altruilsm,

There are some other forces whiech work apailust a singularly external
or public service orientation. TFirst, individuals can expend just so
much time and energy altruistically before the costs of involvem:nt are
taken into consideration. Second, there secems to be « "universal law”
which makes "reciprocation" a necessary concomitant of "giving." Blau
suggests that unilateralism establishes dependency from and power over
alter.lz Mauvss says:

To give is Lo show one's superiority, to show that

one 1is something more and higher, that one is

magister. To accept without returning or repaying

more Ls to face subordination, to become a client
and subservient, to become minister.l3

The general inability of Lewis to reéiprocate is at the core of
the ill feelings that exist on the Souﬁherp campus with respect to the
"cooperative." Many Lewis facully reacted in terms similar to this one
official: '"The great teachers from Masters want to cone here and show
you how to do it, and you do not have anything to give in return." There

are some Southerners who feel that the differences between the two

ll. George H. Mecad, Mind, Self, and Society, The University of Chicago
Press, Chicago, 1934, pp. 296-300,

12, Peter M. Blau, Exchange and Power in Social Life, John Wiley, New
York, 1864.

13. lMarcel Meuss, The Gift: Torms and Functlons of Exchange in Archaie
Socielies, W, W. Norton, New York, 1967, p. 72.
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institutions are so great as not to allow "exchanges," but many on both
campuses|do search for ways in which they can be of service to each other,

In Ehort, it seems that cooperation is strengthened when the protag-
onists act with enlightened self-interest, ﬁhen in the terms of Vhyte and

Williams, "social conscience and economics have a joint payoff."l4

Masters staff and faculty have the "social conscience” and the i
Federal grant supplies the "economics." For some few, the achievements ‘
of their counterparts have supplied enough sustenance; but for others,
daily consultant fees had to be'initiated in order to maintain their
human concern,

There is the understanding that faculty perform universit&~related
functigns without additional pay. However, the Northern coordinator was
findiné it increasingly difficult to attract faculty to work on the pro-
gram.g;He then paid the "consultants" 50 per day plus expenses for
visits and time spent writing reports and evaluations., Some individuals'
fees totalled $1,000 to $1,500 for project involvement, The Masters
administration had not been informed of these expenditures and demanded
an account when it came to their attention. As a result of the meeting,
the fees continued but were taken from a different fund.

This procedure for motivating a semi-latent social concern was

learned by a number of Lewis faculty who too desired to receive the

14, William F. Whyte and L. K. Williams, Toward an Integrated Theory of
Development: Economic and Non-Economic Variables in Rural Develop-
ment, New York State School of Industrial and Labor Relations,
Ithaca, New York, 1968, p. 48.
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consultants' fees when they travelled North. The Lewis coordinator,
however, refused to follow his counte#fart;s strategy resulting in a
lessened desire by Southern faculty to travel North., It was not a matter
of economics, but pride in desiring Lo be treated like thelr Northern

counterparts.

Masters University is heavily oriented to research and time devoted
to the cooperative does take away from faculty involvenment with their
traditional functions. A number of involved faculty were senior per-
sonnel, so questions of tenure were inapplicable. Also, the time
commitments necded were not so great aé to preclude some involvement.
However, a number of faculty were aware that the Unifé}sity's payoff
structure did not give high priority to working in the Project. ‘he
institution placed research, teaching, and community service in that
order, with the latter having significence only if a person were "border-
line" on the other'two. ;

In order to motivate faculty to continue working on the Project, ‘
some administrators persuaded the Academic Vice-Fresidsnt to inform
faculty‘that participation would be looked upon favoranly for pay in-
creases and tenure. Hovever, a research university is not a monolithiec
structure. At least‘one departmental chairman preventcd his faculty
from initiating projects, in spite of their interests, because he wanted
research output. It was only vhen the chairmanship changed that the
department initiated propossls for involvement.

{.

Levilg.~~Lewis feeulty, as individuals, do gainfa great deal from

'
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the projects. Up to twenty individua;s cach year are granted fellow- ‘ g
ships to initiate or continue doctoral studies, attend summer wofﬁshops"
or short courses, and attend conventions. ' e IS

Also, the Southern Coordinator is rcwarded with a great deal of

power in deciding the distribution of the funds.

Organizational ' o

bmspers.—-One of the more significant rewards accruing to Masters
University is the public reclations potential of the cooperatiye.. Whether
th~ progrem is used as a justification for not committing greater ;e-
sources to projects for the disadvantaged or for image producing news
releases, the cooperative is visable to legislators and students alike,

In addition, one of the initial objectives was to learn about ol
working with disadvantaged students, It is questionable whether the
environmental and scholastic differences between Northern and Southern -
Negroes do not considerably reduce this *ransfer potential, butdthe S
Masters disadvanteged program has been funded, in part, with monies

coming from the Project., In 1967, 90% of the Coordinator's salary was

\r

derived from the cooverative, and: in 1968 the'change in locus of adminis- ?E*
trative headquarters to the South resulted in a drop to 30%. waéver, =
neither 30% nor 90% of the Coordinatgé;é time was ever spent on the i
Project, but helped pay for his other functions as an academic counselor

and director of the disadvantaged program, and helped pay for_the latter

program's opeiation. |

There are few other potential rewards or payoffs to Masters., There -

is the possibility that greenhouse material for biolégy laboratories -

o
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might be exchanged. The heterogeneous enviromments produce different
flora, which if exchanged, would save money and provide richer lcarning
experiences,

In the previous case study it was maintained that the reward func-
tion operated optimally when there was a heterogeneity in the nmotivations,
goals, perspectives, and strengths of the involved institutions. Thé
Masters-Lewis Project underlines the assumption that in addition to
hetefogeneity, there nmust be something to exchange. Exchanges are based
on institutional strengths: a member of the biology department comes
North td demonstrate a rare skill, an excellent Lewis greenhouse provides
plant materialsi But, in all, lMasters has many strengths and Lewis few,
| Lewis.~-According to the Federal regulations, cooperative arcange-
nents may inclﬁde, ermong others, joint plamning, visiting scholars,
student and facvliy exchanges, faculty and administration imbrovement
programs, and joint use of facilities and faculties, Tewis administration
has emphasized the reward over the problem—solving potentialities of the
legislation,

A typical response by Lewis personnel is that "a lot is going on
under the money, without it we would really hurt." ILewis gai;éd a nunber
of inputs: visiting lecturers (115 in 1967-68), faculty and staff
fellowships, and non-project related items, to mention only a few. These
programs arc easily arranged, usually without consvltation with the
Northern counterparts, The point is that ;@wiﬁlgould accomplish its main
aims by ﬁfilizing the money from the project w;thout being in a cooper-~
ative relationship with a specifiéainstitution. The cooperating

wiiversity is necessary only in order for Lewis to be awarded the Federal
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grant, If consultants from major universities were needed by the College,

they could be retained in the normal manncr. :
Frustrations and delays occur when there is an attempt by Masters

grams are carrled by Lev' to justify the grant. They find themselves

"on the spot" and’ need .4 Acree/to- some joint effort occasionally to

DN _ ,
keep Masters and the reftlonship intact for the considerable funds its

l _ to attack some problem at Lewis. Actually, many of the curricular pro-
j brings in annually.

Costs
§ _ There are costs as well as rewards related to the Masters-Iewis

Project. There is a great expenditure of energy, time, and money with a

(PR

questionable amount'ggg?gggif. Withoﬁt'qﬁeétéoning the value of short-
term programs or the influence of visiting lecturers, the planning
process has a heavy human and financial cost vhen, for instance, after
two weeks of planning amongﬂéight people, the Lewis faculty do not attend
a program for their benefit; or after planning a trip by a Masters
faculty member, he forgets to notify h1s Southcrn hosts that he is too
busy to attend the class and the asseﬁbled group waits for his appearance;

-

or four or five students attend a physics seminar that cost six faculty

-

members two days each,

In many areas, changes would require more inputs bhan are practical.

et nee

It might take f'ive years to bring a Lewis music student up to her
} Northern cbunterpart. And even if possible, long-term plens are diffi-

cult to arrange because of the uncertain funding situation.

Each college contributes services to the project. Masters will
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contribute $150,000 and Lewis $40,000 in kind during the perlod 1966-71

when the five year effort terminates.

PROBLEM-SOLVING

The second major purpose of function of the Federal legislation
and of the bilateral is in problem-solving. Althougn the original ob-
jéctives considered problem areas at Masters, such as better utilization
of television, the focal organization for problem-solving was Lewis.

Faculty and staff travelled South to identify curricular areas
needing help and then worked with their counterpafts in devising courses,
workshops, or seminars to alleviate the weaknesses. The most successful
end long-lived programs are in three areas: nusic, language arts,
chemistry-physics; and new programs are beginning in biology.

Masters professors of music not only give concerts, but hold work-
shops ard give léctures; the joint Bnglish faculties planned a tutorial
program in the fundamentals of writing; and upperclass chemistry-physics
courses vere given. In planning these Jjoint ventures, the actors at
Lewis were forward-looking, but all of the discipline wzweas have an
important property in common--they are highly paradigmatic. A paradigm
is a model or theoretical fraemework by which fact ccllection and theory

articulation become highly directed activities., It defines the group as

7
P

well as the problem.lo
Following the joint planning sessions to determine the nature of

an English tutorial progrem, a Masuvers faculty member reported an

18, Thomas S. Kuhn, The Structure of Scientific Revolutions, The
University of Chicago Press, Chiecago, 1962,

)
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¢pisode vhich indicated "the harmony and closeness of agreement of (the)
proceedings." ' .

In one of our last sessions I distributed to the
entire group duplicate copies of student papers I
had selected from u set given to me by [a Iewis
faculty member], (He himself had not yet corrected
them,) I ssked the group to rank these papers,
from best to worst, and briefly indicate the
strengths and weaknesses of each paper. Each per=-
son in the group did so without consultation with
any. other member. We found, vhen we compared our
conclusions, that eight of us--the six instructors
from Lewis and two from Masters were in PERFECT
agreement. We had all ranked exactly the same
papers in the same order, for the same reasons.

Similarly in music, the notes are dictated by the composer, and -
technique, vhich can be highly personalized, can also deal with the
fundamentals. Said one Masters' music professor, "I don't tell the
student she is wrong, Beethoven does."

"one

"In physics," said a spokesmen for the last curricular effort,
is not original." The lectures and courses supplied by Masters faculty
are objective needs given the state of the scientific disciplines.

Joint planning in the social sciences has been considerably more
difficult. However, Masters and Lewis counterparts did jointly plan an
interdisciplinary course in the social sciences, with the Northern campus
serving a very ﬁseful function.

The first Masters coordinator and the Lewis Dean of Instruction
were close and evidently they colluded in bringing change to the Southern
campus by "using" Masters resources in controversial areas,

The Lewis Dean and some faculty wanted to establish en in&erdisci-
plinary course but this éaused significant internal dissension on the

1t

campus. Many faculty did not want to teach "watered down courses,” but
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elected to teach in thelr specialties.

A Masters faculty momber e.\rperiench in interdisciplinery courses
was brought down as a consultant and was asked to assess the resident
faculty's attitudes toward the suggested course. Although the faculty
had been verbal about their feelings previously, the Masters social
scientist, unknowingly, supplied the Dean of Instruction with sensitive
information that enatled him to choose more accurately those who should
work on the ncw project, |

A group of Lewis faculty was sssemwbled to devise a new program, did
some preliminary work at Lex-:is; but travelled to Masters to consult and
finish the planning. The new course was stencilled at Masters but
mimecgraphed back home,

Similarly, the Eaglish tutorial planning group went Nort-h’ to escape
pressures and to perceive things in perspective.

Thus, Masters has served as an innovative device by providing
facilities and personnel for Lewls administrators and faculty to

negotiate the changes they wish to maeke on their campus.

It was mentioned, vhen discussing the individual institutions, that
the cooperating colleges have different functions-~-one is developing
toward a research center and the other is responsible for training
teachers who will then go;; into Southern public school systems. This
heterogeneity is dysfunct'ional fof solving problems; the institutions
have different rescarch and curricular aims. Standard remarks by Lewis

faculty are that "Masters must know its audience doun here." "Mosters
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professors go under or over student expectations.”" 'We are in the

. business of training teachers."

Lack of homog:neity in quality also has important repercussions.
Some Masters people feel that they cannot "go down that low" in teaching
che Lewis undergraduates. "Tiey have never worked with this kind of
student, they do not know how, and they are unable to do it."

A greater degree of homogeneity would be functional for problem-

solving.



CHAPTER VI
THREE CASE STUDIES
INTRODUCTION

The consortia in the previous two case studies were investigated
intensively over a five month period. The inter-organizational relation-~
shaips described in this chapter were studied for a period of one to two
weeks each to determine if the infomal hypotheses suggested by the
previous intensive analyses could be clarified further through obser-
vations in different structural relationships. It was also héped that
these shorter studies would raise new issues and direct attention to

administrative problems and solutions as yet undescribed.

SECTIOY ONE

THE ST. THOMAS UNIVERSITY-SACRED COLLEGE CCCPERATIVE

St. Thomas University and Sacred Collrge are two Catholic institu-
tions of higher educatior. located within twenty-five miles of cach other
in the Northeastern United States. Since Summer 1960 they have cooperated
in a joint graduate degrce progrsm which since its inception has provided
err 120 courses for 1,500 students at Sacred as well as the opportunity

for sisters and the lay community to proceed with a masters program. In

this effort, econonics and soeial consciousness have had a joint payoff.

159
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ENVIRONMENT, BACKGROUND, PERSONNEL
As will be explained below, the conditions for cooperation were
provided by a growing inhospitable social enviromment in which these
institutions found themselves as well as the bilateral's ability to

meet the complementary needs of the members.

The region of the state in which this bilateral is located has had
a tradition of independent colleges serving regional e&ucational needs.
\However, toward the latter part of the 1950's there were advances by the
area state-related institution to initiate a large enterprise in the
region. The impending crisis was met by the advanced planning of the
independent schools, but only through the long-range perspective provided
by a Jesuit priest who was serving as Dean of the Graduate School at
St. Thomas, _

The Dean had recently returned to St. Thomas, having taught there
in the 1940's, from a large Catholic institution in Washington. He was
shocked, upon his return, in observing the provincialism and crisis
planning in the administration of the local‘institutions and how great
their departure from the mainstream of American higher education. Ex-
ternally oriented to the experiences provided by the Washipgton institu-~
tion and, unlike his colleagues, cognizant of the threat of the state-
related university;‘he succeeded in organizing a consortium of the seven
local independent colleges. This Association, based on the survival needs
of the in-titutions, provided the groundwork for tﬁe bilateral between two

of the members for a joint graduate program.
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The Jesuit priest was concerned about the future of the other
independent educational institutions who "sowed the seed when the soil
was less fertile and other cducational resources non-extant” because
the future of his college was bound up with the health of the others.

But the negative defensive rationale for the Association was balanced
with a more aggressive tactic of aﬁtempting to force out the large
universities' extension courses that were located in the region, while'
at the same tiﬁe ‘building up the graduate program at St., Thomas vhich
was his official responsiﬁility.

After weathering the advances of the large tax-supported institution,
he consulted with Association members about participating in a joint
graduate program; and he achieved 1little initial success: some feared
demination by this, the largest of the member colleges, one already had
a cooperative program, another did not want to change its charter to
accommodate the new relationship. In fact, the President of St. Thomas
was opposed, believing that "expansion™ would cost too much.

However, complementary rcwards were identified by Sacred College;
and the program has provided "payoffs" for both instituations, the lay

community, and the religious orders involved.

THE PROGRAM

Representatives from St. Thomas, a multi-purpose uen's university,
and Sacred College, a women's college and religious motherhouse, agreed
that the fofmer institution should provide a partial masters program on
the latter's campus. Students can take fifteen hours of‘éourse vork at
Sacred bﬁt must take the remaining fiftcen hours at St. Thomas in order

to receive a masters degree in the ields of American history, Lnglish,
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or education. ' ‘ |

The College decides what courses it desires, hires the instructors
who usually come from thelr regular staff, and receives the tuition which
is allocated to faculty salaries and additional library expenses. The
College makes little monetary profit on the program.

The University, on the other hand, has complete control over aca-
demic quality and administrative procedures. St. Thomas retains all
records, controls all admissions, governs the"syllabi ahd texts for the
courses which are identical to those used at the Uhiveréity, supervises
the program and provides facu;ty chairmen or mentors to the sisters and
lay personnel who take the cohrses. Program faculty travel to St. Thomas
periodically to consult with the resident professbrs giving the same
courses. In brief, the part-time professors have no option of teaching
a course that might differ from what is normally given.

Sacred's personnel do not object to this arrangement. They realize
that they do not have the expertise to administer a graduate program and
recognize that St. Thomas resources maintain the cooperative. It should
be noted also that "authority™ is acceptable given the conditions of the

Church.

Since thevprogram's inception approximately 120 courses have been

given to 1,500 students, more courses being given during the summer
session thaan in the two regular terms combined, with two-thirds of the

students taking courses during the summer months. There is an average

of nine students per course during the academic year and seventecen per
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course during the summer.

The courses achleving the highest subscription are ip the area of
education. Twenty-four different courses, taught on many occasions, are
given in that field as compared to eight in English and nine in American
history. If a course iszundersubscribgd;:Sacred College has the option
of dropping it and has ekercised that privilege nineteen times., It
receives the profits, but it must also accommodate the financial iosses.

The. remaining fifteen credits for the masters degree are taken at

St. Thomas as part of their regular evening and summer graduate offerings.

FUNCTIONS

Problem-Soiving

Initially, a joint comnittee composed of the Dean and one faculty
member from each college provided liaison and had the decision-making
power for the program., Over the years the Deans have remained involved
but the faculty rotate and inclvde the chairmen of those areas that are
affected by fhe ag-nda.

The academic areas taat are involved in the program are based on!
the strengths and desired strengths of the curricula of the member
schools. Both instituticu:s, which train public and parochial school
teachers, have homogeneous sub-purposes reduiring similar curricula.

The majority of faculty in the'ijQram at Sacred are lhat institu-
tion's regular staff. Its provisicns of faculty points to the homo-
geneity of the graduate offerings to the undergraduate curriculum and

to the similar areas given at both member institutions for the same -

purpose~~to .train teachers.
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The academic areas offered by St. Thomas are among the strongest
that institution has. Sacred, on the other hand, committed itself to
building up its library resources in the areas covered by the new pro-
gram. It had to recognize a need to expend very scarce resources and
did so to support their regular academic as well as the graduate courses.

It might be noted that to avoid competition, St,. Thomas does not
offer the same courses on its campus at the same time as they are given
at Sacred College, unless a large number of students is expected.

Homogeneity of organizational goals and the mechanisms for

achieving them aid the provlem-solving functions of this bilateral.

Rewards

Both institutions shared a common need to maintain what one

Jindividual called "squatter's rights" in the region, which could be
3

strengthened by meeting and cultivating local educational needs without
outside support. In addition to this shared objective, each college
hoped to achieve very different rewards.

Sacred College.--Tarough participation in this bilateral,'Sécred

College is able to build up its summer session enrollment, provide
teaching outlets for creative faculty members, give a heightened academic
awra to the campus, promote relations with thée surrounding cormmunity by
opening the courses to lay personnel, and allow sisters to work at the
College while doing masters work. ’

The program also furthered the Sisters Formation Movement which

Hassenger says is probably most responsible for the changes occurring

in Catholic women's colleges. This movement began in the 1950's gnd
e b ~‘.'\\ X

i

U
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attempted to replace '"blue-apron mysticismﬁ--the judgment of religious
zeal in terms of housework--with‘professional preparation in the sisters
various fields of endeavor. UMore sisters went on for doctorates and it
led to more emphasis on rational authority rather than blind obedience.l

The Jesuit priest emphasized the meaning of.this Movement when he
was persuading Sacred College to enter the relationship. Fe indicated
that graduate training would insure "fully trained, completely combetent,
intellectually alert, academically-oriented religious téachers in every
classroom. "

Furthermore, since courseé are given at Sacred and sisters are
housed in the order's facilities available in the city where the
university is located, costs for graduate education are low. The College
only has $12,000 yearly to spend on the graduate education of sisters,
which can supp-ri a large number of program participants but few students
travelling to distant.graduape centers.

gt. Thomas University.--St. Thomas also achieved a great number of

goals. It built up its graduate school by attracting the sisters and
the lay public to finish masters programs begun at Sacred College; it
built up its prestige in a different locale; it ligquideted other uni-
versities' extension centers and created a monopoly for itself; it
augments the academic tone of the University since sisters are good
students; and it allows the University to be of service which the ini-

tiator feels is of intrinsic benefit.

1. Robert Hassenger, "The Future Shape of Catholic Higher Education,'
in R. Hassenger, ed., The Shape of Catholic Higher Education,
University of Chicago Press, 19687, pp. 311-312.
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Other Benefits

St. ™omas sees itself as saving resources for the Church; pre-
venting Catholics from being forced to attend non-church related colleges;
providing better trained teachersq§or the parochial schools, allowing
them to better compete with public institutions; and providing earlier
training for sisters thus insuring greater service to the Church and

greater profit-making potential to the religious oxder.

~

The colléges and QPe communities have a variety of Important rewards.
.‘i_ kY ; o
The program, iqéngyid?ﬁg-é?ﬁplementary'benefits, insures cooperation
\ s !‘,_. : w\-’j{ ';n:&c;,\ = .

without conflicthoThayiiiiator feels t?é£m¥oluntary cooperatives are

"like walking on eggi ! : one false move and the relationship can be
destroyed. The viabi%ity of this_voluntary bilateral is stronger than
most because of the ungqual inputs from each college, common sub-goals
which provide a base fof'mutﬁzi-problem-solving,-and different but com~

o i

, i
plementary reward structwr-es which prevent competition for the joint gain.

\1

PSYCHOLOGICAY, COOPERATEQN  "~e»

Even though thi% bilateral is labelled a "cooperative,™ it is, in
fact, a St. Tﬁoﬁas extension program which relieves them of cost and
provides multiple rewards.

The term "éxtension" is not used because it has a pejorative conno-
tation,Aénd it "would detract froé’Sacred College's status as an inde-
penden; institution (and) indicafe...we were using them." Since the word

"cooperatio.." seems more dignified and ennobling to both participants,

that terminology is employed.



Although many of the couvrses given at Sacred would require extra
sections if tawsht at St. Thomas; the women's college does not perceive
domination or "being used." The College's Dean of Graduate Studies feels
that St. Thomas does not impose its will; it listens, with favorable
response, to her requests. And if St. Thomas gains a great deal, they
also take responsibility fof the academic program.

St. Thomas personnel attempt to maintain the aura of equifability
by accommodating Sacréd's requests und by "going out of their way" for
their colleagues, as exampled by travelling to their campus for inter-
collegiate meetings.

Thus, potential problems created by inequalities are balanced by
the sizable advantages accruing to the sister institution as well as

explicit attempts to create psychological equality.

SECTION TWO

THE UNIVERSITY CENTER

The preceding case study indicates that "economics and social

. conscience have a joint payoff," that a combined "internal" and "external"

orientation by the protagonist can lead to a smoothly functioning cooper-
ative,

. The second short case study focuses on different issues: the roles
of the Director, the community members, and the college faculties and
administrators; the effect on interaction resulting from differences
among the institutions; the problem of Balancing costs and benefits; and
the impact of the environment. |

Bach of these issues has parallels in the preceding cases, and the
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theoretical impact of the similarities and differences will be discussed

in the next chepter.

BACKGROUND, PURPOSES

A number of higher educational oiganizations were conducting exten-
sion courses during the 1950's in a'S@ate capital which lacked its own
college. To reduce costs and competition and better service the region,
the presidents of two small local collegés joined their extension efforts
in 1951. They persvaded a large private university to affiliate in 1954
and induced a prestigious private university and a large state university

to Join in 1957.

The five institutions--two small, local, religiously oriented
liberal arts colleges and three large universities located around a
ninety mile radius of the capital--incorporated in 1958 with the follow-
ing rationale and purpose:? |

The rapid growth of our population with its related
increase of high school gracuates makes the contin-
vation of education an imperative for an ever in-
creasing number of persons as an essential condition
for the preservation of the basic values of our-free
society.... '

We, being citizens of a metropolitan community in
Central (State) , desirous of meeting the great
challenge of our times, hereby join together in a

free and voluntary association to assist in providing
the needs for increased and expanded educational
opportunities through a combination of inter-institu-
tional and community efforts, facilitles, and resources.

Operationally, this meant the establishment of a non-profit

corporation to administer undergraduwate courses vhich could be applied
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to full-time programs on the members' campuses, masters programs, and
informal adult educabion extensién courses. ,

A general profile of the student body of the University Centef
(1,306 in Spring 1968) indicates: 55% between 24 and 30 years of age,

67% married, 29% employed in "education," 70% having at least one year

of college experience, and 46% having a college degree.

GOVERNANCE

College : Community

The University Center has both institutional and community members
on a variety of boards.

There are thirty community’members, outstanding businasss and civic
leaders, on a self-perpetuating Board. Fifteen from this group are
selected by a nominating committee composed of institutional and local
leaders, to serve on the Board of Directors which has an equal number of
college representatives, thrée from each institution. The community
group is largely an honorary body and few "leaders,"” however enthusiastic,
take an active interest in the Center, except for the Corporation
President, Vice President, and Treasurer who come from that source.

The Board of Directors is a "rubber stamp" for the Executive
Committee of the Boafd vhich makes the important decisions and which
consists of five institutional and four community memters. It is chaired
traditionally, by a president of one of the smell local colleges. Fewer
community members insures their lack of control over the academic pro-
grams, although there presently is an attempt to involve them more fully

in policy decisions. However, the community members have no investment
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. and lack an active commitment.

! ) In addition to the above-mentioned boards, there are four operating

committees. The most influential, chaired by college representatives,

is the Administrative and Curriculum Committee which decides on programs.

k It has a preponderance of college representatives who are the institu-
tions' extension education officers. These men from the major univer-

! sities also serve as alternates to their institutional presidents and
speak for their colleges, with the presidents of the local institutions,
at Board meetings. Tae curriculum committee might discuss new courses,

| the future direction of the Center, the student survey, or the findings
of its library sub-committee. The other committees, two of which are

! chaired by community members, deal with budget and finance, public

relations, and buildings and grounds.

The Director

The Center's Director, a former\professor at one of the local
institutions, came to that pbsitisglafter the “selection committee" on
which he served had difficulty employing an "academically respectable

outsider."

The colleges give little autonomy to the Center Director,
except to initiate recommendations for courses. The ILirector is per-
ceived as an executive secretary, to direct affairs ir accordance with
Board policy, to register and counsel students, and tc supervise the
instructors. He has many duties, but can exercise little authority.

} The Director is satisfied with these responsibilities and perceives

his role as "keeping the schools hapoy."

He does not attempt to gain
greater decision-making powers, or experiment with new ideas. He per-

) ceives the position as a step up from his teaching role and is 6bviously
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attempting to live sccording to his recent improvement in status.
He is internally and centrally motivated for personal gain while -

the colleges are peripherally and internally oriented for their benefits.

PROGRAM

An early and most difficult cooperative action taken by the insti-
tutional. presidents was to agree on a common tuition policy. The private
institutions lowered and the public colleges raised their undergraduate
and graduate charges to achieve commonality, which was recognized as a
prerequisite to a combined program. Initially, the colleges registered
their students separately, but large enrollments created a chaotic
situation leading to a joint registration procedure.

+ was also decided that undergraduate courses given by any of the
ingtitutions in the Center wowld be transferable if a student wanted to
continue his sfﬁdies'in residence at one of the colleges. The faculty
at one of the large universities was hostile to this agrecment because of
rerceived differences in quality among the member colleges, and the
issue had to be decided by top level administration. Recently, however,
some colleges have balked at accepting the "D" grade, although originally

agreed to by the representatives.

The courses cover a wide range of disciplines and are identical to
those tavght at the member_institutions.. The courses appearing in thé'
consortium catalog have the same numbers and. descriptions as those which
appear in the home catalogs buﬁ are not explicitly identified as a specific

institution's offerings to give the appearance of unity.
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Unlike the undergraduate courses given by the two local colleges
and one university, only fhe universities offer graduwate work. Iach
institution selects its own graduate students, and credits are not trans-
ferable. Although some graduate programs are given wholly at the Center,
many require the student to be in residence at one of ‘the three univer-

sities in order for him to obtain the degree,

PRESTIGE AND IMAGE

There are great qualitative and quantitative differentials among
the five member institutions. At first, the faculty from one prestige
university did not wish to accept the gredits from the other institu-
tions, and each wished t-~ maintain its identity.

Explicit prestige difi'erentials are not apparent in the interaction
among members today. To a large extent this is the result of the
decision that each college provide courses based on its "competencies,
specialties, and interests.” Each institution provides particular
undergraduate‘disciplines or graduate programs.

In addition, the small colleges brovide the leadership on the
Executive Committee of the Board of Directors., These loéal institutions
have the responsibility for providing services to local constituents,
are located close to the Center to oversee administrative details, and
have fewer commitments and interests than the large universities which
allow moreltime to be spent on Center affairs. However, there are
implicit prestige differentials assumed by the large universities who
take a "statesman" role by encouraging the local colleges to take leader-

ship positions. The image is created of the larger schools "mothering"
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the less affluent, a position taken for the consurption of the state
legislature, and one which many observers feél is unrepresentative of
the rapacious natures of these big institutions.

"Image" is responsible for a current problem--high costs. A campus
valued at $850,000, formerly a naval reserve center, was acquired without
charge from the U.S. Government, to give an aura of. respectability to
the underteking which had been formerly housed in rented high school
space. The property's maintenance expenses have increased the Center's
budget by one-third which, with declining enrollments, has presented the
members with cxpenses about which they are now complaining.

Extension programs do not have a great‘deal of respectability in
academia among the resgident faculty who teach éome of the courses, and

this has jeopardized support from that quarter.

NEW PURPOSE

Center members have been debating about a redefinition of purpose
for the operation during the past two years. Environmental constraints,
and the interests of the community meﬁbers and the colleges are central

to this problem.

Environmental Constraints

The major wniversities entered the cooperative bccauseAthey wanted
to display their service function in the state capital, in order to
increase their large subsidies from the government. Location in the
capital prevents outbreaks of conflict among the institutions which are
selfforiented and prevents the colleges from disaffiliating although

some would welcene the opportunity to leave, because of financial costs.

s

——
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But no one wants to be the first to withdraw and possibly receive "bad .
press." *

The Center did have a great deal of negative publicity a few years
ago vhen it was in comretition with a new community college for its
present campus which it received gratis as a result of political contacts
in Washington. The Center once gave the equivalent of the first two
years of college, a function that was pre-empted by the community college,
and it was accused of "profiteering"--an image that it is still attempting
to destroy.

In addition, oune member university, one of the most organizationally
aggressive in the state, established a branch campus only ten miles from
the Center for senior level undergraduate and for graduate courses, The
university shifted some of its Center courses there, and has established
programs in competition with others given by member institutions.

Both the community college and the branch campus have curtailed
enrollment at the Center ahd will have agreater impact if and when they
expand the new campus program$ in the future, which seems likely.

Thus, the higher costs of maintaining a'campus, coincided with -
lover enrollments and institutional deficits. For exemple, 4,239 stu-
dents were enrolled in 1965, 4,189 in 1966, 5,876 in 1967, and current
figures show a still further reduction. The colleges receive the
tuition for their courses but pay a percentage of the Center's budget
based upon their portions of the total income. However, the budget
jumped from $63,000 in 1966 to $96,500 one year later. And the colleges
are declaring deficits based on budget percentages; salary and travel

expenses for faculty, and administrative overhead. The combined losses
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were $19,000 in 1966 and $54,000 in 1967.

Community Members

The community membexrs, realizing this lack of purpose, commissioned
two studies to determine a redefinition for future operations. The
first consultant recommended a heavy emphasis on adult education courses
with a technical, professional flavor. However, those courses instituted
have not been popularly accepted by the citizenry. The most recent coﬁ-
sultant was asked to research the community membgfs' desire for a full
bacallaurcate program to be provided at the Centér, which would be the
only one in the large wrban community. In spite of the consultant's
negative reaction, based upon the heavy costs and the uncertéin need,
the community leaders "want their own college," and some envision a

multiversity sprouting from tals humble beginning.

The Colleges

Tne universities are peripherally involved, and they have a tra-
dition of faculty control.. The extension representatives do not velieve
that their faculties wovld approve their institutions offering a degree
program on the basis of combined courses from the mem*:r institutions,
without residence requirvements. Thus, university representatives look
to the local institutions who are more centrally relat=d to the environ-
ment and who have stronger administrative, rather than faculty, leader-
ship for initiative on this issue. In fact, the local college with a
stronger administration than its neighboring sister institution is the
one that is presently considering this issue of a bacallaurceate program.

However, this sympathetic college is somewhat negatively oriented because
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of the anticipated costs and the academlc and fund raising problems it

may create for itself.

The colleges are unwilling to enter more centrslly iﬁto the felation—
ship without large-scale community backing, and the community members
plead an inability to raise funds without a creative plan sponsofed by
the colleges--such as a bacallaureate program. A stalemate has resulted.

Neither the community at large, nor the community members have
contributed more than token money in the past; and with declining enroll-
ments, the service orientation of some and the state capital location are

the prime, but eroding restionales for continued involvement.

FUNCTIONS

Problen-~Solving

The preceding discussion cf re-defihition points to the different
or heterogeneous attitudes held by the community members and the college
representatives as to the proposed goals of the enterprise. Oﬁe per-
ceives a full-fledged college and the other desires a relationship with
continued involvement based on cost and benefit factors. There are
homogeneous attitudes within each group. |

Problem—sslving is seriously hindered because of the lgck of under-
standing each segment has of the others goals, commitments, and con-
straints. Communication is difficult. The community memberswﬁaggot
understand why the colleges complain about a few thousand dollarsmloss
which can be recouped elsewhere, why full-time faculty would not flock
to the Center, why "residence" is important, or why the public library

might be inadequate in serving as the Center's facility. And the colleges
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cannot understand vhy the community members do not comprehend their

"truth, "

Revards

The colleges entered the Center because the rewards of giving ex-
tension courses would be greater in a cooperative, The institutions do
not compete: each one provides different coursss, In addition to the
$300,C00 yearly revenne, there is the desire to be in the state legis-
lature's graces for fund-raising purposes,

The small local cclleges gain the "lion's share" of the income--
over $160,000 yearly. They hope their involvement will result in easier
fund-raising, and they do have a service function to perform for their
constituency.

The schdols alsovuse the Center as an outlet for completing
professors' course requirements if they cannot be met on the campus,
provide overload earnings for the teaching staffs, and for some insti-
tutions, provide a place for students to complete the first two years
of céllege with future transfer possibilities to the main campuses.

Cne institutiohal representative indicated that in the past "we
aid do more, we were making more" ($30,000-$6,000). As the costs climb
and the deficits increase, the colleges contemplate atkandoning the
Center and refuse to seriously consider more significant involvement
unless massive financial support from the community persuades them to

reconsider.
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SECTION THREE

THE INSTITUTE FOR URBAN EDUCATIONAL PROBLEMS

The Institute for Urban Educational Problemﬁ vas formed as a
separate, independent, non~profit agency by six institutions of higher
education (later expanded to éiﬁﬁfjain one large urban area. Although
a separate entity, it had an initial responsibility to work in con-
junction with its founding institutions. The relevance of this case
study 1s to portray the forces pushing toward and working against inter-

institutional efforts.

TOWARD A CONSORTIUM
During 1962-1963, a number of educational agencies in the state
proposed forming an institute to deal with urban educational problems,
The convergence or critical mass was formed after Federzl government
representatives suggested that a consortium=would receive priority for
funding purposes., Under the leadership of one university president, a
proposal transmitted by five colleagues in different colleges and sub-
mitted by the State Education Department in Decenber 1964 did receive
funds for research and development, -
The proposed initial objectives and activities were:
Objectives:
The Institute for Urban Educational Problems is in-
tended  to associate in a single institution scholars
and educators concerned with problems of urban
education, for the purpose of conducting research and
development programs, and of disseminating the results
of their investigation and information on their
development activities. The Institute will utilize

the services of faculity from the founding institutions,
vhich comprise among themselves a major part of the
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applicable scholarly resources to be found in (the
city); the Institute will also be designed to attract
scholars and educators from outside the clty. OCne
of its principle objectives will be the recruitment
of added talent to research and development work in
urban education.

Activities:

The Institute will conduct basic and applied research
in problems of urban education including intellective
developnent, staffing, institutional arrangements,
pre-school instruction, organization ineluding pro-
blems of integration, soclology and the application
of technology. The Institute will further work
closely with city and suburban school systems to

test the results of its research in the schools, and
will engage in development and pilot production of
materials for use in urban education. Jt will act as
a coordinating agesncy for activities carried on in-
dependently within its founding institutions. The
dissemination of information will be one of its
principle functions.

The Institute was initially designed to be both an independent
laboratory and a consortium. Sald one founder:

The organizational aims of the Institute are to
establish a strong central office where research
and development projects may be planned and exe-~
cuted, and at the same time to facilitate
coordinated R&D activities in the participatirg
institutions by providing a substantial, relevant
support structure composed of personnel and
equipment. :

In addition, the consortium planned to direct the Institute.

The original by-laws created a Board of Trustees :omposed of
institutional representatives, mainly university presidents, who did
vant their respective institutions to gain from the relationship. Al-
though one representative withdrew because his "pet project" was not
funded within the context of the Institute, the Board has been able to

transcend the individual members' goals for reasons to be mentioned.

The by-laws also instituted a planning committee, composed of one

" r——
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faculty member from each institution and also initially a part of the
Board of Trustees; and its responsibility was the formulation and
direction of programs,

This planning group, with representatives from diverse colleges
which already had unique urban educational projects, was very conflict
laden. The committee found it difficult to transcend institutional
roles and needs and to plan comprehensively. It saw the Institute as a
holding company for funds and was disbanded by the Board of Trustees,
upon the recommendation of the Institute Director, as a result of the
turmoil it produced.

If the planning committee provided heat, the initial steering
committees provided the confusion. As the proposed activities indicate,
the Institute was planning to include research activities in a number of
areas. To fulfill the needs of the eight colleges and the talents and
interests of the ninety-two faculty members who could participate in
Institute-related activities, seven steering éommittees attempted to
investigate different realims of urban.education: policy problems in
educational systems, intellective development: cognitive psychology,
curriculum and instructional materials, staff development, special
education, employment opportunities and education, and administration.

Not only w;s there & diversity in subject areas, but eéch committee
used different méthodologies in dealing with its sphere: some listed
major questions to be asked, others wrote research proposals, And it
was with the greatest difficulty that the Director provided "umbrellas"

to accommodate the output.
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PERSONNEL |

The Institute for Urban Rducational Problems was formed to fulfill
an important social purpose and was gvaranteed funds if the local colleges
joined forces. The Institute also easily attracted a capable staff both
because of the exciting purposes of the nevw venture and because Institute
staff were encouraged to he on the faculties of the member colleges. But
there were different interests or motivations for joining: the "scholars"
came for research, tﬁe "educators" for missionary type development, and
the "activists" for change. In fact, originally the scholars and educa-
tors were placed on separate research and development committees with
less than adequate interchange between them.

The Institute demanded and attracted individuals who, in the words
of one, were "consorting types." The initiating college president had
scientific consortium experience, state educational department personnel
were responsible for all educatioq in their jurisdiction, Federal govern-~
ment and foundation ®fficials had overviews and experience in bringing _
nevw programs and structures into bveing, and one educator had an educa-
tional consortium background., These individuals believed in and had
experience in mergingtalent before applying their skills in this

Institute. However, they failed in the case under study.

AWAY FROM THE CONSORTIUM

There are numerous factors that led to the dissolution of the
consortium plan.

The first deputy director, later to become Director, maintains the

existentialist position that a man is what he does. He wants to produce
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and production, imhis terms, does not occur when elitests join forces |
and talk, but when staff and practitioners work together to create some
output. The Director could more easily enforce his view, which con-
flicted with those of many other initial participants because he was a
full-time ewployee, as compared with the peripheral involvement of many
others; his official position; and because he transferred his Urban
Center from one of the member colleges to the Institute. Not only was

a functioning precedent estoblished with his Center, he also brought

many of his former staff with him and created, in fact, "a center within

a center."

As was mentioned earlier, the planning committees created conflict
and chaos and the Board of Trustees realized that some focusing had to
occur. If shared objectives did not exist on an operational level,
order would have to be imposed. Interestingly, one of the first organi-
zational elements that realized this lack of focus was the Communications
Resources Unit responsible for publicizing activities to an external
audience and unable to write a coherent article.

The Trustees gave the Director more support and he, through
innpmeraﬁle reorganizations, refocused and continually narrowed the
goals of the Institute to a point where only the commitment to urban

education remains.

The Institute was initially funded by the Federal government with
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research and development money, but it became a regional laboratory in
the 1866 fiscal year, bringing other forces into play which led to a
lessened involvement with the founding institutions.2 The regional labs
were new, largeAscale, politically motivated ventures that were hastily
thought out before implementation. This, coupled with turnovers in the
Federal agency responslble for the granf, produced a lack of direction
giving the Director the opportunity to pursue his goals. It also allowed
the Institute to become susceptible to short-term regional rather than
research-oriented university demands. The Federal funds were signifi-
cantly lower than requested and forced a narrowing of focus and abandon-
ment of institutional projects that could not ve funded while maintaining
a central heddquarters vhich had a mission of its own.

Because of the newness of the Federal program and criticisms of it
in Washington, the funding agency hired a consultant who recommended
a narrowing of focus to the Board of Trustees, and consultants hired
by the Institute made similar recommendations. They also maintained that
the state charter was given to individuals qua individuals and not as
institutional repr=sentatives, legally, if not morally allowing the
Institute to lessen conscrtium obligations.

Adninistratively, the change of balance was made easier because
the Institute's leadership insisted from the outset on a unified budget,
and centralized control cver the phones, mail, duplicating, typing, and

bookkeeping.

2. See Stephen K. Bailey and Rdith K. Mosher, ESEA: The Office of -
Education Administers a law, Syracuse University Press, 1968, pp. 56,
170-171, 183, 206-207, for a discussion of the Elementary and
Secondary Education Act of 1965 which provided the regional ldbora-

tories.
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FUNCTIONS .

Problem-Solving

The Director of the Institute wrote:

P e e e

BEssential to the viability of the Institute is
‘trusting cooperation between member colleges,
universities, and school systems. Such cooper-
ation is not new in character, but it is rare.
The depth of trust required for effective work
by this Institute will be new.

Such trust essential for voluntary joint problem-solving did not exist.

There was a great deal of conflicf resulting from vested interests,

whether institutional or disciplinary. The universities and their

faculties had different academic concerns: one focused on teacher

cnst

training, another on cognitive development of urban youth, another on
i administrative issues in urban schools, and another on integration and
I" desegregation studies and experiments.
| Joint problem-solving was précluded because of the multiple uni-
K lateral interests which could not all be supported, the individualistic

thrust of the Director, and the regional demands placed against the

universities research interests.

i | There have been major revisions of the Institute's operational goals,

‘ although the basic mission to reconstruct urban education remains. Ini-

‘ tially, the Institute wanted "to design, disseminate, field test, and
institutionalize programs in the elementary schools..." and presently it
will "invent, adapt for use, design, field test, and diffuse a coherent

- series of educational products and services relevant to mgtropolitan area

communities." Initially, focusing occurred according to disciplinary
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lines so that they would provide paradigms for articulation. The latest

major reconstruction paradign will be provided by the industrial model:

it best fits the development thrust of the Director, soon to become

President.

Staff, which lost all serious research members, will be

evaluated on how "effectively productivity is linked more precisely to

demand .

Demand may have to he cultivated for products that meet needs as

yet unacknowledged by practitioners." And it is with pride that a 304

yearly staff turnover is mentioned.

The chart below portrays the Institute's stages of development which

were relevant to the goals it set for itself.

H.

Organizational
Structure

Main Goal

Personnel
Evaluation
Based On:

Initiators of
Purpose
Orientation
Support

Focus

Size

1265
Research &
Developnent
Center

Research

Research

Scholars
Founding
Universities

Diversified
(seed money)

Separate
Studies

Iess than 20

Permanent Staf?

1966 -68
Regional
Center

Service

Educational
Development

Director-
Educators
Region
Federal
Government

Output from
6 committees¥*

83 Permenent
Professionals

1969 (goal)

Industrial

Product
Development

Sales

Director-
Practitioners

National

Diversified

Output from
3 Divisions¥*¥*

76 Permanent
Professionals

#W.g., Communications, Educational Personnel, Curriculum Development,

*¥*E.g., Educational Development, Community Development.

————a
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The Institute had to face and resolve a number of lissues in the
process of its development. These have included: defining the opera-
tional goals that should guide the enterprise, establishing connections
between lines of research and relationships between educational. develop-
ment and action, maintaining its identity, determining relationships with
the member colleges, and city, state and Federal agencies, working toward
a trustee role for representatives of the individual colleges, and de-
fining the connection between staff members and the Institute.

In brief, the industrial model, which served as the focusing
mechanism, has alloved the management's goals to dominate, relationships
with other agencies is on a contract basis, clients will more than ever
determine what products will be invented, the staff members will neither
hold positions in "member" institutions nor be able to bring in funding
from outside sources, and the trustees have been legally defined as

societal rather than institutional representatives.

Rewards

There were a variety of motivations for institutions joining +the
consortium. Although some entered because others did, the active
representatives combined an external or service orientation with a major
interest in the financial, rewards that might accrue to them. The reasons
for the few hard resource:s funnelling to the membership were mentioned
earlier, but the institutions do benefit in other ways from continued
involvement. The Institute sub-contracts with its founders. The
Director, unlike most staff members, still teaches at his former univer-

sity, vhich actively supports the Institute, and receives major sub-
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contracts. The founding institutions, which still send representatives
té the Board, gain prestige from.association with a successful Institute
whose future may be brighter, and the show of cooperation does enhénce
the possibility of new joint programs--and their funds--since ties have

already been established.

- .
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CHAPTER VII

FIELD WORK IN AN INTER-ORGANIZATIONAL CONTEXT e

Wﬁg'
Chapter IIT dealt with the methodology of the study. This chapter

deals with the dynamics of the interview situation and the problems’ of

conducting field work in an inter-organizational context.

ENTRANCE

Generally, entrance to consortia did not pose serious problems. /
The first organization,'The Association, was contacted by letter and
followed up with a visit. The three short studies were chosen from the
affirmative responses returned after letters went to eight other volun-
tary arrangements, some of which were discovered to be non-functional;

others did not desire to be studied. However, the writer faced some

2./

major problems which have relevance to conduecting field work in aﬁggﬁter~
organizational context.

The President of the Association gave the author permission to
conduct the exploratory stuﬁy. After being asked if the researcher.
could send a letter to the Foard of Trustees, composed of institutiﬁﬁal

presidents, the Association President said such action would be wn-_

necessary. "Just tell the Presidents that I approved the study." °
The investigator was aware that the relationship between the
President and the Board might be less than perfect, but there was 2ittle

that he could do after being told not to ask explicit permission from

228
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the étustees. ‘

With an initial exception, the investigator contacted the offices
of the college presidents a few weeks befd;e desiring to visit the
institutions, informed the Presidents or Deans that the study had been
approved by the consortium head, and asked permiésion to come on campus.
The acceptances were more or less gracious. The researcher expericnced
a Dean who felt the investigator was taking too much of his staff's time,
but he was speaking for himself rather than for his President who later
gave a -good interview. The researcher was also refused admittance to
the eighth of nine colleges thét he planned on visiting. Repeated requests
did not persuade the President to alter his original judgment, and the

- researcher was less direct than he normally would be because he did not
want to jeopardize the position of the consbftium President,

The Association's President was informed of the researcher's
difficulties mentioned above, the latter feeling an obligation to pro-
tect the incumbent from bitterness resulting from the study. When the
President received an angry call from his trustee who had refused

o entrance, the researcher was asked rhetorically if he was nearly finished
with the study.

Subsequent to the first case, the investigator nct only received
permission from a central staff, if one existed, but elso insured that
the study was accepted by all the members of the consortium.

» | However,'the investigator has litile doubt that he would not have
been.admitted to the Association, and the chances for admittance to a
multilaterel consortium are narrow, if concurrent approvals must come

from all the members. No one was thrilled by the investigator's.

'
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fas

A,
existence on his campué, but accepte@ethe presence ag a fait accompli.

—{k
If the request had gone to the Board, the nne strong negative by the
institutional presideﬁfﬁwho refused entree might very well have gained

the support of the noj

A great deal of difficulty was experienced in entering a bilateral

L4

funded under Title III of the 1965 Higher Education Act: at least ten

N T T R R pe—

requests for entree met with extremely long delays or no response from

both or one of the members., The reason for such difficulty seems to be

L ]

i

the sensitivity of the relationship between white and Negro colleges,
l cooperatives that are delicately balanced and for vwhich institutional

iT heads fear external disturbances.

INTERACTION

[

There are well-documented accounts of bias resulting from white

l' .interviewers conducting research with Negro respondents in an alien
environment, whick can range from a slum to & Negro college. The

a 'researcher feels certain that the color of hi% skin and his religion

- affected the interaction between himself and the respondénts. Also of

i import was the géneral tenseness the résearcher felt for the first few

I ' days of field work on the Negro college campu;, and the fact that he
was seen as an "evaluafof" regardless of the repeated emphasis that he

| desired an objective confidential pilcture of the acticn for scholarly

purposes.

Generally, the researcher found that meny who were most affected

in the major bilateral and multilateral studies used the interviews for
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cathartic release. They represented marginal agencles, suslained many |
frustrations in théir work, and hoped the interviewer quld solve their
basic problems. Although the degree of involvement will be reflected in
the amount of information contained by a person, those lesser involved’
tended to be forthright and to corroborate each other. Their peripheral

involvement did not lend itself to giving purposely inaccurate information.

This study found that the "prestige" variable very strongly affected
the dynamics of the iiter-organizational relationships. It had no less
effect on the percepticns interviewees had of the interviewer. He
represented "Cornell." Many members in the less prestigious colleges
introduced the rescearcher with pride %“o their colleagues; and respondents
in the better schools felt that, as a member of an equally "high-class”
institution, the investigator could recognize how they felt associating
with mediocrity. It was only by uvsing cpen-ended questions that the
researcher hoped for objectivity on the respondents® parts.

It "Cornel}" helped, then being in the field of education was
generally detrimental, Most of the colleges visited were liberal arts
institutions, which from random comments, the researcher learned had
little respect for "educators." Fortw..tely, the researcher's background
is strong in the sociology of organizations and one purpose of the study
is to form hypotheses. The interviewer emphasized his social sclence
background when interacting with those for whom titles were important,
but was able to emphasize his education bias when interviewing those in

technical or professional fields.
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Because of the multiple activities sponsored by the consortia and
the large number of staff and faculty who are involved, the researcher
selected representative activities, but concentrated on interviewiné all
of their participants. It was through this method that he hoped "to
discover attitudes and opinions that are relatively private and hetero-
geneous in a structure that is relatively differentiated."l

The contacts between the interviewer and his respondents were very
short-term. Close relationships (a few weeks) were not maintained with
any individuals except the central staffs of the major field studies.
The researcher does not believe the peripheral involvement or the more
sustained contact had an effect on him as an interviewer. He was able to
empathize with all respondents but being mainly interested in their pers-
pectives, was not overly concerned with non-intentional error. Tt was
difficult not to form judgments of people after the interviews; but the
interviever was able to perceive and understand the respondents state-
ments during the interview, and it was this information, rather than

spot judgments, which was utilized as data.

It was indicated earlier that peripheral involvement by faculty and
staff resulted in each having small amounts of information to impart
about the consortium, but it seemed to lead to more accurate appraisals
of the action.

In addition, information was easily obtained in the interview

1. Morris Zelditech, Jr., "Some Methodological Problems of Field Studies,"
American Journal of Sociology, 67:571, March 1962.
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situation because the respondents did not feel loyalty.to either the
consortium or to the member colleges. There were few vested interests,
and one did not feel that he was criticizing his own organization if he
evaluated or shared attitudes about the cooperaﬁive.

The peripheral involvement and large number of people intervieved
suggest the inefficiencies of field work in an inter-organizational
situation. Even if one is admitted to the committee meetings, there are
only a few person-to-person interactions during any year, necessitating
field work which consists primarily of interviews and historical docu-
ments research. A great deal of energy and time is expended for a

minimum of information.

Tt might also be mentioned tﬁat campus climetes and the nature of
the rolleges affect the relationship that interviewees have with the
researcher, Some of the campuses ere large, research-oriented univer-
sities whose staffs and ficulties understood the nature of the investi-
gation, that the researcher was not a "spy" for someone in the structure,
and that the information wras to be trecated as confidential.

Some faculty at the small liberal arts colleges with strong adhin-
istrations were uncertair. about the intervievwer's "true" intentions.
There was fear that their words would filter to their presidents.
Needless to say, a great deal more time had to pe spent with these peop;e

in building rapport and in approaching sensitive questions.
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THE INTERVIEWER'S EFFECT ON THE SYSTEM

The researcher was very concerited about the influence his investi-
gation and report would have on the systems: they could not help but
affect the consortia in some ways. Although the researcher's contact
was of low intensity in areas with basically peripheral involvement by
most participants, the interviewer did meke his respondents think about
systems that many had never seriously previously considered.

The researcher's involvement not only focused thoughts about con-
sortia which many indicated would receive their greater attention in
the future, but he also served as a carrier of information. Respondents
would ask about other projects sponsored by the consortium, vhich in-
creased general awareness of the voluntary arrangement, hut which was not
in keeping with the superficial information that some administrators,
such as in Iewis State College, imparted to their faculty.

Reciprocities were required in the interaction with fhe interviewvees.
The respondents, on the whole, accépted the rationale of the study:
attempting to learn about the dynamics of consortia in order to gain
theoretical and administrative insights. They were asked to talk about
their involvement and could assume the position of teacher or authority
in an area that the researcher indicated was poorly understood. The
interviews allowed some faculty and staff the opportunity to release
aggressions and frustrations.

The researcher was asked to "pay back" some individuals for their
information. A number of respondents wanted to learn about the attitudes
of their colleagues in their own or in different colleges with respect

to the consortium, If possible, the researcher reninded the questioner
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about his promise of confidentia;ity, but suggested the respondent read
* the thesis which would contain his case. There were times when such a
curt ansver would have been inappropriate--after receiving a very good
interview with the option of re-interviewing the respondent in the future.
The researcher attempted to be non-committal but gave the requestor a
range of attitudes that he had experienced. No reference was made to‘
comments of specific individuals. In at least one case, the investi-
gator receivéd sensitive data after refusing to accede to demands for
information supplicd by others. The researcher vas unawafé at the time
that he was being "tested."

As another example of returning favors for information divulged
during the interviews, the investigator was asked by a middle adminis-v
trator to help solve a problem he was having with his president. The
interviewer attempted to discuss the problem theoretically and not involve

himself directly with the troubling situation.

In summary, investigators interested in doing resz2arch in an inter-
organizational context should be aware of the need for and the difficulty
of gaining admittance to a number of separate organizations composing
voluntary relationships. One needs multiple acceptances but only one
rejection to be refused entree. Thus, requests for admittance should
precede the intended initiation of the research by a few months, and the
time should vary positively with the number of organizations involved

" and'the sensitivity of the relationships.

e L
" l@nce admitted to a consortium, there is not a great deal to observe;
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there is a high expenditure of energy for the data collected; but
\ .

organizational loyalties are of lesser import than in a single orgari-

zational study thus enabling the investigator to gain access to sensitive

data.




CHAPTER VIII
IMPLICATIONS OF THE STUDY

The author has deliberately used a general rather than a specific
definition of inter-organizational relationships in highéf education
because of the variety of patterns represented. Support for this type
of definition is given by Ertelll who notes that voluntary consortia:

embrace the variety of arrangements, contracts, under-
standings, agreements and other relationships which
exist between two or more institutions of higher
education and which are entered into voluntarily and
in such a way that the participants retain their
identities and individualities.

Interaction patierns of consortia in this research indicate there
was:

1. Coalescing--a joint venture in vhich two or more organizations
act as one for a certain goal.2 Coser3 calls this an unstable form;
hovever, it allows groups to come together that would not normally join
forces. It is a defensive alignment, usually with one interest in common

among the parties. This form was represented by the University Extension

Center, the Urban Institute, and the St. Thomas-Sacred College Project.

1. HMerton V. Ertéll, Interinstitutional Cooperation in Higher Education:
A Study of E:xperiences with Reference to New York State, University
of the State of New York, Albany, New York, 1957, p. 3.

2. James D. Thompson, Organizations in Action, MeGraw-Hill, New York,
1957, p. 36,

3. Iewis Coser, The Functions of Social Conflict, The Free Presc, New
York, 1956, p. 143.
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2. Contracting--negotliating an agreement for an exchange of perfor;
mances in the future.4 The Federal proposal negotiated each year for the
Masters~Lewis Project and the contracts of the Institute for Urhan Edu-
cation fall into this category.

3. Cooptation--absorbing new elements into the policy-making
structure of an organization to avert threats to its stability.s This
form was not a rationale for organizational involvement in a consortium,
but cooptation did occur. An aggressive state university was invited
into the University Center, and although the school recently established
its own campus as a competitor with the Center, the college's involvement
in the inter-organizational setting did reduce the possibility of earlier

unilateral action.

In addition, the relatlonship ﬁere_characterized by

1. CooperationQ-shared internal motivation to solve common and dis-
tinctive problems while respecting legitimate group boundaries. This
gives rise to a "mass" which the organizational representatives could
discuss and o;perationalize,6 and operated among some committees of the

Association.

4. James D. Thompson, op. cit., p. 35.

5. Ioc. cit,

6. Robert Blake and Jane Mouton, "The Intergroup Dynamics of Win-Tose
Conflict and Problem-Solving Collaboration in Union-Management
Relations," in Sherif, ed., Intergrouo Relations and Ieadership:
Approaches and Research in Individual, Ethnic, Cultural, and Political
Areas, John Wiley, New York, 1963, pp. 108-109.
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2. Inauthentic cooperation--joint étriving on the basis of bribery

or coercion.7 For example, Lewls State College is involved in the project M[
for hard resources, but mus£ "ecooperate" in order to attain them. In
some cases, willingness to engage in a project is dependent upon the
penalties for non-engagement.

3. Antagonistic cooperation--there is a great motivation or need

for joining together and to repress the antagonism growing out of the
relationship.8 Many of the prestigious colleges in the Association have

this relationship with the less prestigious members.

Briefly, the variety of relationships can be subsumed under
"organizational exchange" which Ievine and thite define as a "voluntary
activity between two organizations which has consequences, actual or
anticipated, for the realization of their separate goals or ob,jectives."9

Hypotheses based on the exchange model and the functions of reward

distribution and problem-solving will be discussed in appropriate sections

of this chapter.

The guiding aims of this exploratory study have been the development

 —

7. See tlorton Deutsch, "Conflicts, Productive and Destructive," Journal
of Social Issues, 25:7-41.

|

8. Lewis Coser, op. cit., p. 140. ‘ . -

9. Sol Levine and Paul Vhite, "Exchange as a Conceptual Framework for
the Study of Interorganizational Relationships,” Administrative
Science Quarterly, 5:588.
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of both theoretical hypotheses and administrative guidelines. .

Discussed in this chapter are the hypotheses that are suggested by
the data. Because these hypotheses have yet to be tested, it would be
impropér for the investigator to suggest that their relevance transcends
the specific organizations whose structural and functional characteris-
tics gave rise to the ideas.

At the same time, the author realizes that new consortia are being
founded on an unprecedented scale, and it would be the unusual adminis-~

' regardless of

trator vho did not grasp at the available "guidelines,'
their validity or admonitions by the researcher,

Nevertheless, the ideas presehted in fhis chapter are fruits from
the study of five specific voluntary inter-organizational arrangements,
Their transfer potential have yet to be demonstrated. If the administra-
tor utilizes the guidelines implicit in the discussion, he should at
least hold them as possible but not as the answers to his problems. The
presentation of the cases in this study will allow scholars and adminis-
trators to posit rationals different from the investigator's for the
dynanics degcribed.

Although the author is interested in working toward a theory of
inter-organizational relstionships, it should be recognized that the
organizational structures outlined in these chapters are voluntary in
nature. In addition, the problems these organizgtions face are usually
amenable to solutions by means other than inter-~organizational interaction.

The hypotheses are discussed under their relevant headings. First

steps toward thelr operationalization are presented in Appendix C,




o

241
THE ENVIRONMENT

Since consortia consists of members who are located at various dis-
tances from each other and because they are mechanisms created to rectify
the problems presentl& affecting the institutions and the society in
which they are located, it is evident tpat environmental factors will
have a pervasive effect on consortia dynamics. 'The cases have isolated
the importance of the physical, political, social, and professional

environments. TN

The Physical Environment P

The author studied consortia whose membepS’ére located from two to
two thousand miles from each other. Obvipu#;y, the physical proximity
of member colleges is associated with a éreater potential for interaction.
Although the actual interaction rates may depend on non-environmental
factors, the investigator was told, only by representatives who had to
travel long distances for meetings, that interaction was too costly,
usually in time, but for cne collegé in money. It should be noted that

' as an

at times the peripherally involved use "excessive travel time'
excuse for non-attendance at joint meetings.

In addition, the physical proximity of member institutions to a
central headquarters is ralated to the ease and the desire of the colleges
to administer a joint program. The University Extension Center clearly
indicates that colleges "local" to the center will identify with the
region and will more likely work on projects that are designed to affect

that region's higher educational situation. The investigator found

Association representatives who were located near the Center to have

] |

R W e



242
easier access to the central staff and to use them for administrative
support. When in one c;se this supportnwag'lacking, because of the
difficulty of transactinglbu;iness due to distance, the representative
became somewhat ﬁegative about future administrative involvement.

It should be noted that proximity to a central headquarters is not
only related to involvement, but it has’ implications for the relationship

among members if they are conceived to be "equal.”" Some colleges will

become more involved and gain more leadership positions. Central head-

gquerters should be centrally located.
i It is functional for the central facility to be located in an
urban area. The Association established a library center in an urban

; ~ center which'helped attract staff and which facilitates the delivery of
books to members because of good transportation facilities. It should
! also be noted, as the University Extension Center suggests, that there
i is more money and personnel in urban areas for environmental support.

A listing of "college center type consortia makes clear the geo-
} graphic nature of the relationships: a great number have regional desig-
nation in their names, e.;3., the Kansas City Regioral Council, the
Associéted Colleges of th=s Midwest. The cases quite strongly indicate
? that the location of membter colleges in different geographical regions
is dysfunctional for cooperation between organizations in the different
I regions. The Association's menmbers identified with different geographical
sectors of their state, having established study centers in cities and
{ having joined a library consortium with institutions they felt were in
i their region. The Masters-Lewis Project stresses the point that inter-

action among participants is facilitated by similar norms and under-
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standings resulting from common environmental constraints. The Northerners
and Southerners had difficulty tfanscending their envirommental contexts.

Physical, distance also has an effect on the type of programmiﬁg with
which a consortium becomes involved. The greater the distance among
members the more likely the institutions will develop separate projects
under the consortium umbrella rather than join forces on specific pro-
grams. The Association sponsors some joint programs, such as faculty
seminars, but fails to share equipment and professors because of distance,
and sponsors programs whereby each college has its own speakers series
and research grants. In the bilateral between Masters University and
Iewls State College, the Northern institution educates the Southern
undergraduates, and the state college sends its faculty and stéff to

graduate centers for further education.

The Political Imvironment

There are political implications or involvements with most of the
consortia studied. For some, such as the two major cases, it is in the
nature of federally supported programs; for others, su:ih as the Extension
Center, it takes the form of a desire to be visible to the stgte legis~
lature. Those programs or goals having political implications are
visable, and those politically_funded are short-term. The Urban Institute,
the Association, and the Masters-Lewis Project need scmething to sell to
the govermment and must maintain support from this sector.

However, political support, when consortia are beholden to public
officials, must transcend the monetary. As the bureauvcratic, red-tape

frustrations experienced by the Association's out-of-state member and

;m-.,
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the Masters-lewls property exchanges indicate, public officlals must be -
willing to "relax" policies when state colleges are interacting in a
private consortium. And, of course, public offici;is must be willing to

finance their institutions involvement in private groups in the first

place.

The Social Environment

Coilegés join consortia either to remove present dysfunctions or
problems or to gain benefits having their origin in new challenges or
programs; that is, there can be either a positive or negative motivation
for participation. ’ |

First, with regard to the negative motivation, the study clearly
indicates that the more threatening the enviromment, the greater the
impetus for the threatened organization to join in a consortium. The
Association's Colleges are very concerned but not yet greatly affected by
their stéte college system, and the multilateral deviged by st. Thomas
University was in response to the insecure position of the private
colleges in their region of the state. In a sense, this hypothesis is
related to Mason Haire'slo finding that the organization tends to grow
fastest where forces £ending to destroy it are greatest. 1In addition,
it is the author's belief, as evidenced by the Association's counselor
program, that the greater the (potential) environmentél crisis, the
greater the thrust for a cowbined internal/external orientation by

members. There is the awareness that one's position is dependent upon

10. Mason Haire, "Biological Models and Empiricai Histories of the
Growth of Organizations," in Haire, ed., Modern Organizational
Theory, John Wiley, New York, 1959, p. 292.
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the viability 'of those in similar circumstances.
"y In addition, the cases indiéate that the greater the envirommental
opportunities for alternative joint arrangements or alternative need
satisfaction, the lesy the internally motivated will be concerned about
the need satisfactions of other member organizstions. The Association's
prectigious members; Lewis State College, a Negro institution in 1959;
and the Extension Center university that established its own campus all
have or had alternative options and are less concerned about the welfare
of their institutional colleagues.
Whether internally or extérnally oriented, many colleges studied
had positive motivations for involvement: to contribute to a social
cause or to offer its sisters a quality, low-cost graduate education.
However, the cases indicate that the greater the thrust for consortia by
environmental forces holding positive or negative sanctions, for reasons -
unacknowledged by the potential membership, the more peripheral the
involvement in and output of consortia. For instance, a donor corporation
and wealthy institutional trustees motivated colleges 1o participate in
the Association. As a result, there is limited progra.a output, and even
limited involvement in policy making. In short, there is a positive
association between initiation and commitment.
Commitment to a new order, as springing from an adherance to a
liberal social pulicy, in the Masters case, or commitment to the status {
quo, as evidenced by Southern ofificials, point to the pervasive effect
the political and social attitudes of bureaucrats and educators have on J
the motivation for and problems encountered in consortia. But even f

given zocial support, the cases indicate that inter-collegiate arrange-

| —
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ments will suffer if legal regulations and social norms, ruch as mailing

regulations, are inhospitable to inter-organizational structures.

The Professional Environment

The last environmental influence disco%ered‘to be related to con-
sortia functioning are the professional asséciations to vwhich organiza-
tional representatives belong. As the example of the Association's
development officers clearly indicates, the stronger the~professiona1
associations of organizational representati&es, the less the individuals'
need for interaction within the context of a voluntary consortium.

In addition, the activity of the Association's library group suggests
that the more dynamic the changes occurring in a professional field, tine
more likely the representatives will interact, in a consortium if cne

is available.
GOALS

It is necessary to distinguish among the official goals, the
operational goais, and the actual goals, The first are the purposes
that appear in charters, the second are goals on a lower level of
generality, such as the projecls agreed upon by the pacvticipants, and
the latter consist of the moti&ations of the incumbents., They may
conflict with each other. In this section the author ¥s concerned pri-
marily with operational goals and will examine the scope of goals,

commitment toward them, and goal overlap.

Scope of Goals

The consortia studied differ with respect to the diffuseness-

specificity of their operational goals. The Association and the Masters-
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Leviis Project are openéended, but the Extension Center and the St. Thomas-
Sacred College Project are goal specific. The former are geared toward
expansion and the latter toward maintenance. It might seem, with some
support by the behavior of college representatives in the Extension
Centér, that the more specific the initial goals, the more difficult con-
sortium expansion. The consortium initially attracts those with specific
vested interests. The more specific the goals, however, the easier their
operationalization, inasmuch as "the means” will be built in.

The current Association President made a conscious.gecision when he
took office to expand the operational goals in order to attract a iarge
variety of representatives from the member institutions. Operating
within a diffuse goal situation, he, as a forward-looking, thrustful
President, attempted to shape and to guidé the growth of the consortium.
The open-ended situation suited his personality characteristics, as the
closed nature of the Extension Center suited its administrator.

Frustrations and objective difficulties will occur when the
director's personality characteristics and the scope of the consortium

' are non-related and when one desires to involve heterogéneous elements
from the membership in a goal specific situation.

While in the field, the author found evidence suggesting support
of Raven and Rietsema'sl} hypothesis that there is a positive relation-
ship between the clarity of the group situation, and group beanginess

and attractiveness. And diffuse goal situations allow for gréater

11. Bertram H. Raven and Jan Rietsema, "The Effects of Varied Clarity
of Group Goal and Group Path Upon the Individual and His Relation
to His Growp," Human Relations, 10:35, 37.




[rSe o)

{oniiiman s

Pecnczan s

[T

E—

248
difficulty in establishing the organilzational identity of the consortium,
Numerous representatives in the organizations involved in the major case
studies indlicate their uncertainty of the consortium's purposes and
boundaries which they admit has a negative effect on their participation.

In addition; the cases demonstrate that unless a consortium has
unlimited resources, the diffuse oriented consortium will have a limited
effect on the elements in the member institutions while the goal specific
consortium, such as the Extension Center, will have a pervasive effect
on the function for which it is designed.

If diffuseness has a detrimental effect on participation and effecf,
it also allows operational goals to be decided by environmental forces.
The Association is dzfined to a large degree by the grants outside

agencies make, rather than by the conscious pre-planning of the membership.

Commitment

The Association's behavior has led to the»formulation of hypotheses
concerning commitment to goals. The first, concerning goal displacement
is also supported by the dynamics of the Urban Institute in the eyes of
some of the staff members, Namely, the moretperipheral;y and internally
oriented the organizational representatives and centrally and exfernally
oriented the staff, the more likely goai‘displacement: the means will
determine the ends. Given similar conditions, the more likely £he
/fepresentatives will engage in incremental and the staff in synoptic
decision-making. The Assoclation's activities also point to the rela-
tionship betweén peripheral involvement and goél visability ‘and immediate

feedback. ILacking are resources or vision for a long-term effort.
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However, the colleges at times find a vicious circle operating:. an
inability to initiall,: fund a coﬁsortium in order to gain environmental
inputs because the membe.'s lack initial monies..

It seems to be a truism that consgrtia will grow in accordance with
the time and money the members give tothe joint enterprise; and as the
Ford Foundation's reaction to the Association's library project indicates,
‘funding agencies will.hore likely contribute to a joint project if that
project first has the commitment of all of a consortiva's members. How~
ever, most consortia, including those studied, allow the members freedom
in adopting new goals. This ié functional for nember participation and
long-range growth; it allows trust and knowledge about other members a
.chance to develop. However, freedom .o participate is detrimental to
short-range expansion. Thus, such an option should depend on the urgency
of the situation. And as the Association's aborted art program demon-
strates, if the situation is not urgent, initial projects should be
chosen that have a high chance of success in order to initiate a develop-
mental dynamic.

The investigator finds that commitment of individuals is based on
their involvement in consortia, that for many,:it gas t0 be initial
involvement or they feel slighted. Initi;al involvemerd, is difficult to
arrange in an open-ended consortium. In!addition, as the Association's
lake program indicates, operational goals should be based on the facili-
ties, persoﬁnel, and goals of the member institutions. Programs
bringing in people from tﬁe outside may be conceived of as threats, as
the'LhSters-Lewis Project and the faculty programs of the Association so

clearly demonstrate. However, voﬁpntary projects should not duplicate
\
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already existing programs or place them in a voluntary context, It is
the investigator's belief that bécause of vested interests the incum-
bents would react negatively to the attempt, unless they were given
leadership positions vis-a-vis the projects, which given "equality" among

members could, of course, result in the generation of hostilit¥es.

Goal Overlap

Social psychologists discuss the need to identify superordinate
goais if groups are to cooperate. For instance, Sherifl2 says a super-
6£dinate goal is possible when two or more groups can find a common
purpose to which each can strive without sacrificing the members®
cherished aspirations. There must be, of ccurse, a means of communi-
cating these goals to each other.

The author finds that the colleges involved.in consortia do
cooperate on the basis of shared needs, such as the Association's lecture
program or research grants project indicate. However, the investigator

also finds cooperation ?Eﬁ?@ on the_complementary goals of members: each

.céllege achieves different payoffs through participaticit in a common
program; The St. Thomas;Sacred College Project and the initial phase of
the Urban Insti£ute are based upon such a goal relationship; and, it is
the author's beiief that complementéry goals.are easier to identify than

superordinate ones; and since they are more "private,” might lead to a
greater orgarizational commitment. Tn addition, complementary goals

necessitate less interaction for their identification than superordinate

12, Musafer Sherif, CGroup Conflict and Cooperation: Their Social
... Pgychology, Routledge and Kegan Paul, London, 1866, pp. 88, 107.
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ones, and make compromising less necessary, which by definition makes
goals more attractive.

Unfortunately, the colleges studied seem to be more interested in
increasing inputs than in assessing the quality of outputs resulting
from consortium involvement. Thompsonls suggests, if intrinsic‘measures
of goal attainment are unavailable or difficult to establish, extrinsic
measures are used. Because of such difficulty, theknumber of research
grants is of greater import than assessing-ﬁhether the grants have pro-

duced meaningful research.
CENTRAL STAFF/GOVERNANCE

Not all of the consortia studied have separate full-time central
staffs, some are governed by administrators who hold the leadership
position as a part-time responsibility. Regardless of the amount of
time such work takes, however, one of the strongest findings of the study
is that the thrust of the directof or coordinator is related to the via-
bility and growth of the consortium. Regardless of the members'
orientation, consortia will most likely have secondary importance to
organizational representatives. A director vho is a synoptic thinker,

‘an idealist with drive, as demonstrated in the Association, the Masters-
Lewis Project, and tr: Urban Center, will be associated with organizational
groﬁth. Absence of such qualities, as represented in the University
Extension Center, leads to stultification.

The director must be able to identify and to create needs for the

13. James D. Thomﬁson, op. cit., p. 91. 4 'l
4
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members and to locatevresourceé to fill them. As the Association amply
demonstrates, the less successful the director in obtaining resources
from the environment, the more likely his administrative rather than
leadership role will be accepted by the membership, and the weaker the
central agency. The Association and the Urban Center also demonstrate
that the more forward-looking the director in an open-ended or diffuse
purpose consortium, the greater the possibility of losing consortium and
gaining separate entity status.

Central staff members must £ill a variety of roles to satisfy the
expectations and fill the needs of the large number of people frém the
member colleges with whom t'ey intéract. These roles include: coordin-
ator, channel of irformation, initiator, catalyst, diplomat, and public

relations man. As the role behavior of the Association President indi-

cates, these expectations will create role conflict and its écco<§%§ying
frustrations. Reactions to the Association staff's work leads tﬁ;
author to believe that the_greater the generalist orientation of they
staff, the less likely will it be able to satisfy the expectations “of
the specialists ét the mexsber colleges. Said one representative, "ilm
glad for the information sbout educational research sent by the §t;f;,
but they don't know what educational research is." ﬁ

There 1is, therefore, a tendency for organizational representatives
to express a desire for more speciélist competencies by the stéff. It
might be functional for staff administrators to be more competent
scholgrs in order to be able to work constructively with member faculty;
but the data suggests that administrative representatives, regardless of

vhat they say, would be hostile to more competent staff administrators.
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As business managers and some librarians who reacted to the Associationfs
administrators in/fhese areas suggest, they will be perceived as
challenges to members' competencies. Regardless of academic competence,
administrators do not present a professional challenge to faculty.

The dynamics of central staff governance is heavily dependent upon
" the orientation of the member colleges toward the consortium. Because of
the variety of patterns requested, it is impractical to suggest all of
the possible variations, or exceptions to the variations, on the follow-
ing theme. On the basis of the author's observations, it is suggested
that the more ?eripherally and internally oriented the member colleges:
(1) the greater the frustrations and tensions experienced by a director
with a central/external orientation; (2) the more likely the members
will envision the director as an administrative aide, rather than a
leader, and the gfeatef their attention on administrative rather than
policy issues; (3) given staff thrust, the greater the central agency's
concern for appearances of legltimacy and the more monocratic the
organization becomes; and (4) the fewer risks the staff will take for

fear of destroying the limited commitment that exists.
THE MFMBER ORGANIZATIONS

General Observations

The dats suggest a number of hypotheses that relate to the dynamics
of consortia member organizations'or their parts.,

It was mentioned earlier that shared crisis tends to create the
conditions for collaboration., However, as this condition increases

“organizational interdependence, so crisis within one organization will
; :
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limit that organizaﬁibn's interaction in a consortium. One of the

Association's members, as discussed In the case study, was undergoing

stress created by the firing of its president; and that member's behavior

confirmed Hermann's14 suggestion that crisis tends to increase the ten-

dency of ihdividuals and units to withdraw,

The cases studied also strongly suggest that it is functional for

organizations to interact in their strong rather than in their weak areas.

A standard remark by interviewees was, "why exchange with Organization

"X"; what can they do for me?" And members of Organization X did not

desire to interact in their weak areas in order to maintain self-respect.

It should be noted, as the Master -Lewis Project strongly suggests, that

interaction in weak areas prevents reciprocation which this study finds

" to be of importance in exchange relations. In short, the less viable the

institution or part in a consortium, the less will it participate in

joint programs: it has fewer resources, as some Association college

|

édemonstrate, and/or the personnel feel inadequate, as Lewis State College

i

' clearly shows.

This hypothesis complements Guetzkow's™ finding that amalgemation

did not occur because of ‘he weaknesses of governments, but after sub-

stantial increases in the capabilities of some units. In addition, Deutsch]6

finds: ) . .

14.

1s.

C. F. Hermann, "Some Consequences of Crisis Which Idmit the Via-
bility of Organizations,"” Administrative Science Quarterly, 8:65.

Harold Guetzkow, "Relations Among Organizetions," in R. Bowers, ed.,
Studies on Behavior in Organizations: A Research Symposium, Univer-
sity of Georgia Press, Athens, 1966, p. 28.

Morton Deutsch, op. cit., pp. 35-36,
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the ability to offer and to engage in authentic coop-

eration presupposes an awareness that one is neither

helpless nor powerless, even though one is at a

relative disadvantage. Not only independent action

but also cooperative action requires a recognition

and confirmation of one's capacity to 'go it alone'

if necessary....Powerlessness and the associated lack

of self and group esteem are not conducive to inter-

nal group cohesiveness or to external cooperation.
It is obvious that organizations with similar strengths and weaknesses
will not find it functional to exchange resources in those areas. Asso-
ciation members do not exchange professors because they have about the
same expertise, but Masters and lewis can exchange greenhouse materials
because they are strong in different plant collections,

The data also show that the growth areas in the member institutions,
the developing seEtors, are likely to take advantage of consortium
involvement for needed inputs. One developing association member took
advantage of an experimental chemistry program; grpwth areas are looked
at carefully by representatives responsible for grant distribution; and,
of course, lewis State College is a developing institution. However, as
suggested by the "privitism" of the Masters chemistry department, those
areas undergoing development have neither the time nor the finances for
external considerations. Thus, developing institutions, or their parts,
are more likely to have an internal rather than external orientation.

The developmental level of the institutions or parts also has import
when joint programs are devised for.equal benefit by the members. The
greater the developmental heterogeneity of the institubtional areas for
which projects are designed, the less likely the project will satisfy

any particular institution's requirements. The Association's visiting

lecbure program and library procossing center are either not supscribed

¢ -
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to, or are with dissension, because members have different needs for
lectures, based on the strengths of their own programé, and are purchasing
different quantities of books, based on the developmental state of their
curricula.

As the hypothesis that "developing areas are likely to take advan-
tage of consortia inputs" suggests, inter-organizational mechanisms do

at times contribute to organizational innnvation. Developing Lewis

College used the project for devising new curricula in English and the

fraisas

social sciences, going outside the institution's structure because the
regular channels, If used, would have led to conflict and possible
failure.

If innovation includes augmenting some campus program, the project
can "enhance an institution's competitive position and strengthen confi-
dence in terms of student and faculty retension and the resyc.: =i other
§ schools."17 The author suggests that the provision of research monies,
51 HQ;the opportgnity for professional growth through seminars, and lecture

i

1 programs may have such an effect on the Asspociation's colleges. By

changing levels of expectations, consortia change the nature of the
i member campuses. -

Campuses have different climates, The author finds that the
different values, goals, constraints, and aésociated tensions are not
conducive to interactidh among those from differing environments. The

data indicate that the similarities and dissimilarities can be character-~

I7. Raymond S. Moore, "Interinstitutional Cooperation," in Current
Issues in Higher Education, 1967, American Association for Higher
Education, Washington, 1967, p. 273. -
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%zed in a variety of ways: an open/blosed climate, & gemeinshaft/
geselleshaft soclety, an aut}Dritarian/collegial.environmeﬁt, or.an
intellectual/instrumental /collegiate culture. Similarity of qrganiza-
tional climate is functional for interaction. As examples, Masters
faculty held the Lewis climate, a collegiate, fun-loving, football
atmosphere, in professional contempt; the Association's community college
member sponsored a number of conferences for other community colleges,
outside the consortium, for a variety of reasons, but felt more "at
home® with these colleagues than with Association nembers.

Before closing this section there are a number of ideas which merit
discussion. First, resistance over a common admissions form for Asso-
ciation members is a prime example of the hypothesis that organizations
are unlikely to engage in projects which detract from individual iden-
tity, imege, distinctiveness, or autonomy. Colleges will be likely to
sustain the "loss," however, for significant additions of prestige, as
the Association's admissions situétion also suggests; and theoretically,
if the potential penalties are too great--~such as non-survival.

Second, the stronger an institution's local commitments, the less
likely these commitments will be transferred to the inter-organizational
setting. In the data, these commitments have taken the form of trustee
and community associations by the colleges which plape potential pro-
grams out of inter-organizational consideration. Colleges have also
built relationships with local high schools. Although consortia officials
have faith that the drawing of new organizational béundaries can lead to
strength,vthe author believes if current interaction patterns between

representatives and tueir constituents are disturbed, it can also lead
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to disaster.

Third, the failure of Association business managers to join a
common computer, some representatives sa& for fear that confidential
information will be seen by othef'meMbers, and this consortium's lack
of success with a Washington representative, suggest the more confidential
or strategic the information in some organizational functions, the less
likely the joint programs will involve such functions.

Fourth, the more strategic the equipment owned by a consortium,
such as a research vessel, the greater the organizational members'
commitment to the consortium; and fifth, in an open-ended consortium,

. . s s .
organizational size iis related Lo the number and success of consortium

i
4

programs. The larger Association members had more research proposals to

fund, In short, there is'a greater potential identification of problem-

solving and revard functions by the nmembers.

Organizational Prestige/Strength

The study has isolated the prestige variable as having a great
deéi of significance for interacﬁion patterns in conso:rtia. In addition
to prestige, the educational orgénizations can be stroag or weak.l8 The
prestige variabie is based on the perceptions of the iuterviewees in
which env?ronmental context is impoftant. The strength variable is an
objectivefmeasufe. An “Important mediating variable in the interaction

is whether the consortium is conceived to be among equals or unequals.

The data suggest that a significant goal of college organizations

18, The interview data support the importance of "prestige," but the
author believes a combination of "prestige" and "strength" in a
four-fold table has heuristic value.
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is to lncrease their prestige.lg Lewls State College and the Assoclation's
colleges have their eyes on the prestige leaders. As Thompson suggests,
"organizations subject to rationality norms and competing for support
seek prestige."zo However, this is more an effective than a rational
guest. For image reasons the Extension Center took over a campus with a
resulting decrease in profits. I seems, to increase prestige is an
intrinsic value which may be negatively related to actual costs and
benefits.

The case data suggest the following hypotheses with regard to inter-
action among institutions having different deérees of strength and
prestige.

If the relationship is defined to be among equals, (the Association,
the Urban Institute, the Extension Center), the more prestigious/stronger
will not desire to interact with the less prestigious/weaker, but with
those having aasimilar or higher st;nding. The interesting exceptions
are the administrators, rather than faculty, in the Extension Center who
were "putting on a show" Jor the legisiature. In addition, the Asso-
ciation suggests that the prestigious/stronger institutions will gain a
larger percentage of the liard resources, and the weaker/less prestigious
will gain less; but never}heless, it will be interpreted as a great
deal because of their relative deprivation. They will also gain the
iwportant symbolic reward of being in "the company of giants."

If the relationship is defined to be among unequals (the Masters-

19. See Edward Gross, "Universities as Organizations: A Research
Approach,' American Sociological Review, 33:530.

20, James D. Thompson, op. cit., p. 33.
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Lewis Project, the St. Thomas-Sacred College program), the more
prestigious/stronger will not object to interacting with the less
prestigious/weaker. In addition, the greater the prestige/strength gap
betwegn the institutions, the more peripheral and external the orien-
tation'of the stronger, more prestigious organization. The gap in the
relationship between the two Catholic colleges is small: St. Thomas is
only somewnet externally and peripherally oriented, enough to humor the
women's college.

Inequality can also lead %o unilateral interaction with the re-
sulting perception of paternalism. The case data indicate, however,
that interaction can he unilateral, but problems avoided if the
prestigious/stronger organization gives the interaction pattern the
appearance of equality, as for instance, St. Thomas accepting the cost
of interaction.

However, regardless of the defined equality of menbers in a consor-
tium, the weaker, less prestigious organizations attempt interaction in
those areas where their s+trengths, not'weaknesses, will be apparent.

The Extension Center's small local colleges give courses that are the
strongest in their curricula, and the relationship between St. Thomas

and Sacred College is basgd on curricula strength.

Organizational Conflict

The investigator did not observe a great deal of hostility among
the organizational members of consortia; the question, therefore, is
why? The early history of the Urban Institute was conflictful because

ecach college, which had a different disciplinary thrust toward education,
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had an internal orientation. DBut the .rcwards were too small for a
central motivation. The two Cathdlic colleges received a great number
of rewvards but were ot competing for the same goals, and the Aszociation's
admissions officers did not conflict because the joint gain was so large
that no one wanted to gamble on its loss, and there was enough for all
to be easily sabisfied. Thus, one can hypothesize that organizational
members with central/internal orientations will conflict with each other
unless their goals are complementary or the Jjoint gain large enough to
satisfy the members and prevent hard bargaining.

As a college tends toward an exterrnal orientation, as demonstrated
by Masters University, the less likely the organization will conflict
with others. Iong-range goals and commitment to the viability of the
system raduce conflict potential,

Similarly, as & college tends toward peripheral involvement, there
is a reduction in the amount of conflict. As the Association suggests,
the relationship is worth neither much positive nor negative energy.

But there are a greest nunber of minor annoyances, although few are large
enough to produce outbursts.

The investigator finds a reletionship between peripheral involve-
ment and the amount of intra-institutional information about consortium
‘activities, And the lesé the flow of information, the greater the
potential for intra-institutional conflict. Tor instance, business
managers unavare of the commitments of their organizations' representa-
tives were likely to become angered when told about those made that
cost money. It is noteworthy that the Associatinn's central staff was

used as a scapegoalb in {the former example: it is a great deal more

.
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dangerous to express one's hostility and resentment to a fellow worker
than to the agency staff.

The data also suggest a number of methods of conflict reduction:
introduce a third party, reduce interaction, and have organizational
exclusive control over a function,

The Association successfully used outside parties, in the form of
conmunity truétees, as a means of controlling conflict; the trustees
had some sanctions over the institutional presidents., The Urban and
Extension Center used consultants, However, it is the author's belief
that eren a "paradigm" would have the same effect. It is an outside
mediating force affecting interaction.

Te Association a2lso reduced conflict by lessening the degree of
inter-organizational interaction. There is less time to discuss policy
issues and the amount of hostility over technical means is usually not
great.

And last, the University Extension Cent-r clearly demonstrates that
there is little conflict '/hen organizq%ions contribute in specified
areas and they need not discuss or defend the nature or quality of their
input with other members. Member organizations should have exclusive

control over some functicus.

® .

THE ORGAIFLZATIONAL REPRESENTATIVES

Organizational Position

The data suggest that among administrative persohnel, staff rathexr

than line will more likely possess work-related attitudes and tools
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functional for inter-organizational collaboration. Porter21 posits that
staff are more likely to be cooperative, adaptable, agreeable, tactful,
and more other-directed than line personnel who are likely to be force-
ful, imaginative, and independent. Zajonc and Wolfe22 find that staff
employees have wider cormunication contacts than line employeces.

Iine personnel are active in the cases under study; in fact, line
initiated the Urban and Extension Centers. However, the author judged
line personnel to have somewhat more difficulty operating in an inter-
organizational context because of the vested interests they represent.
Line, it seems, are more internally and staff more externally oriented.

The study suggests, as lis apparent with the current president of
the Association's Board, that the greater the commitment of a line repre-
sentative to a consortium, the greater his inter-role conflict. In
addition, staff who have a "built-in" service orientation, such as
research coordinator, are likely to have the inter-organizational effort
supply the needed inputs,

Data from all the case studies st;ongly suggest that representatives
high in their organizations' hierarchy will more likely possess the
pover and/or authority tc involve their organizations' lower participants,
possess the strategic ang, functional knowledge for policy making and
progfam planning, and have a greater security in committing their

institution to joint programs and agreements.

21. ILyman W. Porter, Organizational Patterns of Managerial. Job Attitudes,
American Foundation for llanagement Research, 1964, pp. 42, S56.

22. Robert B, Zajonc and Donald M. Wolfe, "Cognitive Consequences of
a Person's Position in a Formal Organization," Human Relations,
19:148.
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A reoccurring theme in the study is that representatives who are on
the boundary of their organizatidns are more likely than non-boundary
personnel to plan progrems or have "meaningful interaction in a con-
sortium context. Many active Association representatives are boundary
personnel who have close and continuous contact with environmental
elements and have some degree of freedom from peer contact. As the
behavior of Lewis representatives indicate, however, boundary personnel
can also include individuvals who are not immersed in a system; and as
exampled by the initiator of the St, ‘Thomas-Sacred College Project, those
whose previous external experiénces motivate them into consortia involve-
ment. Katz23 believes that "accomplishments of functional contributions
to a system rejuires a degree of autonomy from that system." However,
too great an isolation, being "ignored" by one's institution or alienated
from colleagues, as occurred with a number of ILewis and Association
personnel, is not conducive to inter-organizational involvement. It is
interesting to note that meny cooperative programs utilize the boundary
permeating functions of organizational representatives; e.g., lectures
and concerts rather than research.

With regard to representatives' functions, the data from the
Association suggest that there will be & positive transier of attitudes,
knovledge, and behavioral patterns irom those in organizational positions
to those in consortium roles, It is functional to choose delegates to

work on consortium programs who are responsibvle for similar programs

23. Tred E. Katz, "The School as a Commlex Social Organization: A Con-
sideration of Patterns of Autonomy," Harvard Eduvcational Review,
3541438, '
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within th:zZr institutions, e.g., lectures, rescarch grants. However, |
"positive transfer” wmay be dysfunctional since some organizational
positions are characterized by behavior not attuned to the consortium's
needs, e.g., deans who question but do not initiate, "bureaucrats” who
do not make policy.

The last hypothésis to be noted in this section is derived from an
Association problem which was created by giving a revresentative formal,
legal responsibility for a program, as was required by the contract
agency, when the colleagues believed the individual was operating as the
informal leader. When "equality" is assumed by organizational represen-
tatives, formal leadership should be vested in an individuval detached
from involvement in the program; it has no place within the voluntary

working group.

Role

As the previous hypothesis suggests, role expectations and relations
with peers are of some Importance for organizational representatives.

The Masters-Lewis Project indicates that major organizational repre-
sentatives (coordinators) must huve the support, respect, and trust of
their constituents in order for the colleagues to be attracted to con-
sortium activities. The highly popular Masters coordinator attracted
and the unpopular Lewis director revulsed potential representatives. As
the case indicates, it is also functional for respect to exist on the
part of the other organizations' members.

There is, however, a difference between peer trust and peer expec-

tations., Association activity suggests that the more specific the

[R——
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expectations of the reference groups or significant others to the repre-
sentative, the more likely he will engage in or percelve conflict.
Representatives charged with obtalning speecific speakers for their
lecture program sustain greater role conflict than tiose who have the
freedonm to make their decision without such constraints.

It should also be noted that an external commitment on the part of
an organization's representatives helps solidify that orgenization's
community. The Masters representatives who went South to assess ILewis
State College were all focused on the same problem unrelaced to selfish
concerns at home. Some Masters representatives report increased social
contacts with project members as a result of involvement.

Similarly, Association data suggest that projects are avoided if
they have the effect of destroying representatives' present interaction
patterns. Ties with loecal constituents or high school guldance counselors

are too valuable for consortia to usurp.

Pride/Strength

Organizational representatives jﬁdge the prestige and strengths of
their colleagues as they do these qualities in member organizations.

Given "defined equality" among the members, data from the Association
suggest that the more anc”the less prestigious/strong faculty avoid
interaction where their ebilities will be juxtaposed. The former do not
want to assoclate with the weaker, and the latter have no desire to
demonstrate their limited abilities. Given "inequality," the same holds
for the weak&r faculty, but the stronger do not object to interacting;

many enjoy the opportunity to demonstrate their abilities. However, as
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‘the Lewls Project demonstrates, the motivation must be perceived to be

"eonstructive” by the counterparts or the weaker institution'é\repre-
sentatives will not desire to participate. In addition, Masters repre-
sentatives® actions suggest, the more disparate the strengths of the
institutions in a helping relationship, the less likely will the faculty
from the stronger organization engage in the effort. The costs are too
great and the success potential too low.

Tne Masters-lewls Project suggests tome other hypotheses. First,
as the Lewis English and physics/éhemistry areas demonstrate, for the
less prestigious institution, the more similar to his counterpart an
organizational representative's perceptions of the strengths of his
institution or area, acceptance of the standing, and desire tc¢ improve
it, the greater the interaction with those in the stronger institution for
upgrading purposes. Second, the viability of an inter-organizational
relationship depends upon the recognition of counterparts' pride and
colleagues' non-reliance on this human quality. In addition, this
project, but to a greater extent the Ektension Center, indicate that
inter-organizational programs will be opposed by representatives who

feel they might have a neszative effect on their institution's quality.
BENEFITS (HEWARDS AND PROBLEM-SOLVING)

The investigator began this study under the assumption that organi-
zations will collabofate if there are benefits to such involvement, The
data substantiate this assumption. As the behavior of the Association's
colleges who Joined together for outside funding suggest, the greater

the potential benelits from Jjoint action, the more likely voluntary
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participation in consortia.

The degree of involvement (peripheral/central) is dependent upon
the significance of the benefits: size of rewards, nced of problem
solution. The Association's librarians end admissions officers gainnd
in these categories and were centrally involved., One member of the
Extension Center became more peripherally involvad after he established
his own campus ncar the Center and vas able to garner his rewards from
his own source.

In addit’on, Association data suggest that organizational rcpre-
sentatives achieving benefits from participation are more likely to
become involved in other consortiuwm activities, This hypothesis is
similaxr to Grusky'524 finding: 'the greater the rewards an individual
has received or expects to reéeive, the greater his commitment to the
system." The benefits can include research funds, or meeting profes-~
sional or peisonal needs: new inputs Tfor courses or an opportunity for
éxperimentation outside the regular organizational. framework.

The data also indicate that a purely internél orientation, a short-
ternm utilitarian posture, is not conducive to the growth of a conzortium.
The individual members of the Urban Center with this view looked for
self-revards with little concern for +the overall viavility of the enter-
prise which was near collapse because of this attitude. On the other
hand, as the Masters faculty who desired nmonetary payment suggest, a
purely external orientation (long term/normative) is not conducive to

the forward motion which develops from receiving rewards.

24. Oscar Crusky, "Carzer Mobility and Organizational Commitment,"
Administrative Science Quaricrly, L0:480.

)
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A combination of the two, internal and external orientations, based
on payoffs and a largex commitmeﬁt, is most cnnduclive to consortium
growth and development. Vhyte and Williamsas indicate "...when social
consciousness and economics have & Jjoint payorf,_those who are able to
see the long-range implications of one may be able to see the long-range

' Many examples of this phenomenon have been

implications of the other.'
presented in the case studies, e.g., St. Thomas was able to reduce the
threats of the state university and contribute to the welfare of the
Catholic church.

It is functional for each member to have hoth utilitarian and
normative rationales for involvement. DBut the Masters-Lewis Project
clearly indicates that organizations entering a consortium for diff'erent

benefits, rewards or problem-solving, will find communication and pro-

gram development aifficult.

Costs
Masters University personnel and a researcher from a major univer-
sity collaborating with the Association indicate the greater the costs
of inter-organizational involvement, the more likely the organization
or the representatives will take an internal r.ther than external
orientation. As the costs of involvement mount, whether in time or in
money, the incumbents are more likely to ask, "What is in it for me?"

And consequently, rewards will have to be found for these individuals.

25. William Foote Whyte and Lawrence K., Williams, Toward an Integrated
Theory of Development: Economic and Non-Economic Variables in Rural
Development, New York School of Industrial and Lebor Relations,
Cornell University, Ithaca, New York, 1968, p. 48.
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It seems therefore, that comblined internal and external motivations are
not only functional, but the grcater the costs of the latter, the more
likely the former will be sought.
In addition, the St. Thomas-Sacred Collcge interaction indicates
that the organizations that sustain the greater cost desire to maintain
contr§1 over policy; ead furthermore, their counterparts expect them to

maintain this greater control.

Rewards

One of the oft-noted situations in the cases is that the reward
funetion will be less conflict-laden when organizational .epresentatives
hawe heterogeneous or complémentary operational goals, perspectives,
expectations, or needs. There does, of course, have to be a massing on
a general need, but once this is agreed upon, organizational differences
allow a "softer distribution." The Association's admissions officers
representing different types of colleges attracting different student
+nd» s, the complementary goals of St., Thomas University and Sacred
College, the heterogeneous purposes of the major universities (to
impress the legislature) and the local colleges (to serve the region)
in the BExtension Center zre but three instances of this phenomenon.

The reaction of Lew:’s State College personnel ‘to the infusions by
Masters University suggests the greater the revards received from member-
ship, the greater an organization's desire to reciprocate. However, if
there is an inability for such a pay-back, the organization will attempt
to limit interaction but to maintain the flow of rewards. The bilateral

also indicates th.t the greater an organization's generalized need for
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rewards, the less likely reciprocation will be possible.

Individuals, as well as organizations achieve pay~offs from consortia
involvement. ‘The behavior of some representatives responsible for the
distribution of research grants in the Associatiqn suggests that power
acerues to individuals determining the disposition of scarce strategic
resources, I the pay-off is not in power, the organizations must
revard representatives in some other way for their involvement. Masters
University let it ve known that consortium involvement for its repre-
sentatives would count toward organizational rewards. It night also be
noted that a consortium's organizational representatives, as exampled by
Lewis State College personnel and an Association research group, should
receive similar prerequisites for their involvement, or hostilities aimed

either at the consortiuvm or their institutions will result.

Problem~-Solving

As the reward function is related to heterogeneity, so problem=~
solving among organizations is positively related to the homogeneity of
their goals, needs, purposes, or perspectives. Once again, the case
studies contain many examples of this phenomenon. For instance, the
homogeneity of the Association librarian's operations and needs resulted
in a library processing center. Also, the lack of homogeneity among the
needs of the Association's visiting lecture committee :nembers and the
community and college representatives of the Extension Center leads to
conflict, and makes it difficult for Masters to solve Lewis' problems.

The disciplinary interaction of this bilateral suggests that

problem~solving activity is more likely among represcntatives of strong
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paradigmatic disciplines, such as music, chemistry, English (grammar),
that the paradigm is an obJective outside force controlling interper-
sonal interaction.

Becauvse of the different requirements of the problem-solving and
revard functions, and the suggested complexity of inter-organizational
relationships, the following observation by a former official of the
U.S. Office of Educa‘cion26 has a great deal of relevance:

Single purpose consortiums eppear to be more easily
maintained than do multi-purpose consortiums. The
large ones whose activities are directed to a single
purpose...have a narrover scope and perhaps for this
reason are easier to maintain than are small bi-
lateral arrangements that cut across numerous academic

disciplines and administrative lines and involve fac-
ilities, faculty, and students.

SUMMARY

A large number of hypotheses have becen formulated on the basis of
the exploratory field experience., Some seem, to the author, to be more
"powerful" than others. Accordingly, nine hypotheses are listed below
which, it is suggested, have major significance for the functioning of
inter-organizational relationships in higher education.

1. Tne more threaiening the environment, the greater the

impetus for the threatened organizations to join in a
consortium.

2. The nature of consortium involvement (internal/external,

peripheral/central) is dependent upon the nature and
significance of the benefits from such interaction.

26. Raymond S. Moore, Consortiums in Higher Education: 1965~66. Report
of an Exploratory Study, Office of Education, U,S. Government Printing
Office, Washington, 1068, p. 20,
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Colleges interacting in strength areas wlll inercase the
probabilities of reeclprocation and mutual respect within
the consortiuvm context.

Interaction patterns are strongly reclated to the prestige
ratings of +the mamber organizations and representatives
in a consortium.

The thrust of the director (idealist, high task activity)
is related to the growth of a consortium.

Representatives on the bvoundaries of thelr respective
organizations are more likely than non-boundary personnel
to have "ueaningful interaction" in a consortium.

The reward function will be less conflict-laden when the
organizational representativces have hetercgenecous or
complementary operaticnal goals, perspectives, expectations,
or nceds.

Problem-solving among organizational representatives is
related to the homogeneity of their goals, needs, pwrposes,
or persvectives,

Problem~solving activity is more likely among representatives
of highly paradigmatlc disciplines.

is the investigator's bellef that the testing of the hypotheses

chapter will contribvute to the understanding necessary for the

naintenance and flourishing of consortia.
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GRADUATE FIELD OF EDUCATION
CORNELL UNIVERSITY

Ithaca, New York 14850

APPENDIX B

Dear Dr. :

I am a Ph.D. candidate at Cornell University specializing in the
study of higher education and the sociology of formal organizations.
My dissertation, "Behavior in Consortia: Toward a Theory of Inter-
Organizational Behavior," is an exploratory study of relationships
between institutlons of higher education and is aimed at developing
hypotheses and administrative guidelines, and refining a model of
behavior ir an inter~-organizational situation.

At present I am engaged in a fieid study of a multilateral con-
sortium. In an attempt to sample a variety of consortia with differ-
ent characteristics, I now wish to study a bilateral arrangement dealing
with many facets of the involved institutions. According to a typology
of consortia in higher education published by the U.S. Office of
Education, such an arrangement exists between
University and College.

It is my hope that you will grant me permission to conduct a field
study of this consortium. This would allow me to review the literature
pertaining to the arrangement and to interview the staff and faculty
wvho are involved. I expect that I would spend two to three weeks on
each campus beginning in ' . Needless to say, the confi-
dentiality of the data and the anonymity of the institutions would be
scrupulously maintained.

With respect to my credentials, I hold an A.B. fron Rutgers
University and an M.A. from Columbia University. At Cornell I am on a
National Defense Education Act Title IV Fellowship, ani I completed my
comprehensive examinations last winter. My proposal hes been accepted
by my committee, which includes Professor Joan Egner and Professor
William Foote Whyte; and it has been fully funded. Next year I expcct
to teach and conduct research based upon the hypotheses that I develop
from the data collected this year.

I would be happy to meet with you at your convenieznce to discuss

the project in more Cetail if you so desire. A duplicate of this letter

is being sent to President of University.

I look forward to hearing from you.

276



APPENDIX C
METIODS OF TESTING HYPOTHESES

"If deriving hypotheses requires the implicit comparison of
several cases, testing them requires the explicit and systematic com-
parison of many independent cases."" And so, the investigator plans
as his next step the testing of the hypotheses suggested in Chapter VIII
by utilizing the large number of "independent cases" for his population.

The author had planned originally to use a survey for the subse-
quent portioﬁ of the research, but the field work experience has
convinced him that a structured or focused interview, with the inter-
viewer present, combined with a data sheet, would increase the validity
of the information. Active involvement in the field is more costly
than "waiting for “he mailman," buf the information gathered, especially
when sensitive, is potentially zicher.

It was indicated earlier that inter-organizational frameworks Qo
not raise the same spector of loyalty as do the organizations to which
representafives have initial commitment. Yet, some interviewees do
twist reality, some find it difficult to assume other than a publiec
relations attitude, and people are unaware of latent patterns of be-
havior. Thus, the presence of an intervliewer as a probe is necessary.

For example, the researcher spent a number of days with the

1., Peter Blau and W, Richard Scott, Formal Organizations: A Comparative -

Approach, Chandler Press, San Francisco, 1964, p, 1ll.

21
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Director of the University Center. During the first few hours of the |
interaction, the Director indicated that he was committed to his enter-
prise and, in fact, had just attended a professional meeting. He
3 "sounded" less than enthusiastic, but the author felt this could be

because of his speech patterns rather than his emotions. It was only

because of the events of the following day and one half that the author

felt he understood the nature of the Director's commitment: his lack of

action on Board requests that appeared in the minutes; remarks that the

! organization would last another five years, no matter what, and his

knowledge of another organization that would welcome him; lack of books

on his new profession; his obvious nouveau riche attitude toward his

| expensive possessions; and intimacies from a representative that the
Director accepted his position more from pressures to leave his former
employment than as a result of a positive feeling toward the new job.

| ' The author never would have learned about this man's reletionship
to his work through a questionnaire to the incumbent or to colleagues

} in member organizations: most gave glowing accounts of the Director

| because their role expectations matched his behavior.

} Questionnaire data is useful, but a perceptive and sensitive

| reséarcher should mediate tetween the instrument and the respondent

| so that statistical anaIQ;ig is based on "good" data.

| The following are operationalizations of important variables

contributing to inter-organizational dynamics, questions that can be

asked respondents, and methods of obtaining the needed information,

. The list, which is not inclusive, contains many non-obtrusive measures.
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OPERATTIONALIZATIONS AND QUESTIONS

a. Organizational prestige. A perceptual, subjective assessment

of the relative ranking of colleges in a consortium. The environmental
context is important.

b. Organizational strength. An objective measure of the colleges.

An index could be derived from the number of books in the library,
percentage of doctorates, faculty-student ratio, the faculty publishing
record and attendance at professional association mcetings, and students!
test scores.

c. College envirorment. Instruments are available to assess the

college enviromment. The Institutional Functioning Inventory being
developed by the Educational Testing Service might be appropriate.

d. Homogeneity (for problem-solving by staff). The author would
have to learn, with the aid of consultants, the functionally strategic
factors important for coordination in different administrative areas.
From these consultants, one could also learn about the changes occurring
in the professional fields and the strengths of the locel professional
associations.

e. Central/peripheral orientation. The index could include the

number of standing committees on the governing board, the involvement

of different echelons of organizational personnel on the governing board,
the number of meetings of different committees and attendance, and the
costs of involvement (financial and travel).

f. Internal/external orientation. Determine from the respondent

why he entered or participates in the inter-organizational relationship.

This would also tell the interviewer the official and operational goals
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and their clarlty. At the same time, the Interviewer could assess the
; achieved and expected benefits to the other members of tﬁe consortium,
the subject institutlon, the individual's area, and personal rewords and
costs. Onc could also learn how significant the problems or great the
needs.

g. Environmental factors. The physical factors can be determined

through the use of a topographic map; logical icrionalism can be deter-
mined through college catalog material, e.g., sports calendar, location
of study centers, or by asking the representatives or their wives where
they shop, which newspapers they subseribe to, and which local television
news they view.

h. Strength and growth arcas. They can be assessed through direct

questioning about institutional strength arecas and a longitudinal study
of catalogs to learn about developing programs.

i. Thrust and idealism of director. The director, and those

familiar with the incumbent, could complete a scaled instrunent con-
taining descriptions of leadership/administrative behavior.

j. Personal data sheet. This could include the following infor-

mation: date of birth, educational and piofessional employment background,
professional activities (research, meetings), responsibilities of present
position including committee assignments, community activities, and a
chronological history of consortium involvement.
k. The following type questions would be used with interviewees:
1) What are your expectations of the central staff (co-

ordinator) and have they been met?
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2) Use of the following method could give the interviewer

3)
4)

5)

6)

7)

a means of determining the issues, with their ramifi-
cations, and also be a means of gaining clues to the
group dynamics of comnittee meetings.2

Do you egree with X2 (A—> X)

How do you think the other will answer? (A—> (B—> X))
How will he think you bave answered? A—> (T-? (A-> X))
This promises to be a useful method for exploratory as
well as for more controlled purposes.

Describe the administrative process in project development,
Who calls the committee meetings, where, how often, how

is agenda prepared?

Discuss internal and inter-organizational conflict
resulting from interaction and its resolution.

Discuss the naturc and adequacy of communication between
the central staff and the institution, among the schools,
and internally with regar& to consortium participation.
Discuss peer relations in your college and how it affects
your action in the inter-organizational setting. Whose
opinions do you consider to be the most important with

regard to ycur organizational role?

The hypotheses in Chapter VIII could begin to be tested through the

suggested operationalizations and answers to the questions enumerated

above.

2. Thomas Scheff, "A Theory of Social Coordination Appli~zable to Mixed-
Motive Games," Sociometry, 30:224.

. s

[ -

bemew e peoem e



BIBLIOGRAPHYl

Adkins, E. Robert end Dan J. Sillers. Northern Plains Consortium for
Fducation: A Prospectus. Dakota Association of Colleges for
Research and Development, April 1968.

Aldrich, Daniel G., Jr. '"Maintaining Institutional Identity and
Autonomy in Coordinated Systems," in W. John Minter, =d., Canpus
and Cepitol: Higher Education and the State. Western Interstate
Commission on Higher Education, Boulder, 1866, pp. 17-24.

Mger, Chadwick F. "The External Bureaucracy in United States Foreign
Affairs," Administrative Science Quarterly, 7:50-78, June 1962.

Anderson, Wayne W. Cooperation Within American Higher Fducation.
Association of American Colleges, Vashington, D.C., 1964,

Andreas, Carol. "'To Receive from Kings...' An Examination of
Government-to-Government Aid and its Unintended Consequences,"
Journal of Social Issues. 25:167-180, January 1969.

Associated Colleges of the Midwest, Faculty Handbook September 1968.
Chicago (mimeo), 1968.

Axt, Richard G. "The Accrediting Agencies and the Regional Educational
Compacts,"” Journal of Higher Education. 31:308-312, June 1960.

Babbidge, Bomer D. 'Design and Change in American Higher Education,™
in Owen Knorr, ed., Iong-Range Planning in Higher Iducation.
Western Interstate Commission on Higher Education, Boulder, 1965,
Pp. 1-6.

Bailey, Stephen K. and Edith K. Mosher, ESEA: The Of:ice of Education
Administers a Law. Syracuse University Press, Syracuse, 1968,

Bailyn, Bernard. The Ideological Origins of the Ameri :an Revolution.
Harvard University Press, Cambridge, 1967.

Bakke, E. Wight. 'Concept of the Social Organization," in Mason Haire,

ed., Modern Orgenizational Theory. John Wiley, New York, 1959,
pp. 16-75,

1. 'This Bibliography includes sources related to all types of inter-
institutional arrangements in higher educaticn.

282




283.

Barber, Bernard. "Participation and Mass Apathy in Associations,” in
A. W. Gouldner, ed., Studies in Leadership: Leadership and
Democratic Action. Harper and Bros., New York, 1950, pp. 477-E04.

Bar-Yosef, R. and E, O. Schield. "Pressures and Defenses in Burcau-
eratic Roles," American Journal of Sociology. 71:665-673, May 1966.

Bass, Bernard. Leadership, Psychology, and Organizational Behavior.
Harper and Brothers, New York, 1960.

Bates, Frederick L. '"Position, Role, and Status: A Reformulation of
Concepts," Social Forces. 34:313-321, May 19%56.

Baumgartel, Howard. "Leadership Style as a Variable in Research
Administration,” Administrative Science Quarterly. 2:344-360,
December 1957.

Ben-David, Joseph and Awraham Zloczower. "Universities and Academic
Systems in Modern Societies," European Journal of Socivlogy.
3:45-84, 1962,

Berdahl, Robert O. “Comments on Coordination," AGB Reports. Association
of Governing Boards of Univers. ;ies and Colleges, 10:19-23,
September 1967.

Blake, Robert R. and Jane S. Mouton. "Comprehension of Own and Out-
group Positions Under Intergroup Competition,” The Journal of
Conflict Resolution. 5:304-310, September 1961.

Blake, Robert R. and Jane S. Mouton. "The Intergroup Dynamics of
Win-Lose Conflict and Problem-Solving in Union-Management
Relations," in M. Sherif, ed., Intergroup Relations and Leadership:
Approaches and Resea'zch in Industrizl, Ethnic, Cultural and
Political Areas. Joan Wiley, New York, 1962, pp. 94-140,

Blau, Peter M. Bureaucracy in Modern Society. Random House, New York,
1956,

Blau, Peter M. The Dynamics of Bureaucracy. University of Chicago
Press, Chicago, 195%.,

Blau, Peter M., Exchange and Power in Social Life. John Wiley, New York,
1964,

Boulding, Kenneth. "National Images and International Systems," The
Journal of Conflict Resolution. 3:120-131, June 1959.

Boulding, Kenneth. The Organizational Revolution: A Study in the
Ethics of Economic Organization. Harper and Sons, New York, 1953,

p——— P

b



a— [P

——— [o——

284

Boulding, Kenneth. "Organization and Conflict," The Journal of Conflict
Resolution. 1:122-134, June 1957.

Boyer, Ernest L. "Interinstitutional Cooperation and the Exchange of
Instructional Materials," in Current Issues in Higher Education,
1967. Anmerican Association for Higher Education, Washington, 1967,

pp. 281-285.

Braybrooke, David and Charles E. Lindblom. A Strategy of Decision:
Policy Evaluation as a Social Process., The I'rce Press, New York,
1963, '

Brovne, Arthur D. "The Institution and the System: Antonomy and
Coordination,” in Owen Knorr, ed., Iong-Renge Planning in Higher
Education. Western Interstate Commission on Higher Education,
Boulder, 1965, pp. 39-5l.

Brumbaugh, A, J. "The Proper Relationships Between State Governments
and State~Supported Higher Institutions," The Fducational Record.

42:173-178, July 1961.

Bunnell, Kelvin P. and Eldon L. Johnson. "Interinstitutional Cooperation,'
in S. Baskin, ed., Higher FEducation: Some Newer Developments.
McGraw-Hill, New York, 1265, pp. 246-272.

Burn, North, Sumner Haywood and Herbert Wood. Informal Discussion of
Interinstitutional Relations. New York State Education Department
(Admin. Services) Conference, Syracuse, New York, Randolph House,
November 7, 8, 1968.

Caldvell, John T. "Higher Education and the States," Higher Education
and the Society it Serves. American Council on Education,
Washington, D.C., 1937, pp. 75-8l.

Caplow, Theodore, "The Criteria of Organizational Success," Social
Forces. 32:1-9, Octuber 1953.

Carpenter, C. R, and L. P. Greenhill. "Providing the Conditions for
ILearning: The 'New iedia'," in S. Baskin, ed., Higher Education:
Some Newer Developmchts., MeGraw-Hill, New York, 1965, pp. 128-151.

Chambers, M. M. Chance and Choice in Higher Education. The Interstate
Press, Danville, Illinois, 1962.

Chambers, M. M. Voluntary Statewide Coordination in Public Higher
Education. University of Michigan Press, Ann Arbor, 1961.

Clark, Burton R, "Inter-Organizational Patterns in Rducation,”
Administrative Science Quarterly. 10:224-237, September 1965.




285

Clark, Burton R. "Organizational Adaptation and Precarious Values,"
American Sociologlcal Review. 21:327-336, June 1956,

Clark, Peter B, and James Q. Wilson. '"Incentive Systems: A Theory of
Organizations," Administrative Science Quarterly. 6:129-166,
September 1961.

Colvard, Robert. "Foundations and Professions: The Organizational
Defense of Autonomy," Auministrative Science Quarterly. 6:166-184,
September 1961.

Committee on Institutional Cooperation. Annual Report, 1966-67. Purdue
University.

"The Compact for Education - Views from Higher Education," The Educational
Record. 47:79-121, Winter 1966,

Conant, James B, Shaping Educational Policy. McGraw-Hill, New York,
1964,

"The Conference on the Cluster College Concept," The Journal of Higher
Education. 38:557-400, October 1967.

Coons, Arthur G. Crisis in California Higher Education: Ixperience
Under the Master Plan and Problems of Coordination, 1959 to 1968.
The Ward Ritchie Press, Los Angeles, 1968.

"Cooperation Among Institutions: Achievements and Expectations,"
(Proceedings of 54th Annual Mecting, Association of American
Colleges.) Liberal Education. March 1968.

Corson, John J. Governance of Colleges and Universities., McGraw-Hill,
New York, 1960,

Corson, John J. "The University - A Contrast in Administrative Process,"

Public Administration Review. 20:2-9, Winter 1960.

Coser, Lewis. Continuities in the Study of Social Conflict. The Free
Press, New York, 1967.

Coser, Lewis. The Functions of Social Conflict. The Free Press, New
York, 1956. (1965 paper edition)

Coser, Rose L. ‘“Insulation from Observability and Types of Social
Conformity," American Sociological Review. 26:28-39, February 1961.

Crozier, Michel. The Bureaucratic Phenomenon. University of Chicago
Press, Chicago, 1964. (1967 paper edition)

Davis, Frampton. "Developing Colleges Through Interinstitutional
Cooperation," The Educational Record. 48:343-354, Fall 1967,




286

Dearborn, Dewitt C. and H. A. Simon. "Selective Perception: A Note
on the Departmental Identifications of Executives,” Sociometry.
21:140~144, Junc 19E8.

DeZonia, Robert H. "Coordination Among Higher Education in Wisconsin,"
The Educatjonal Record. 44:288-293, July 1963.

Deutsch, Morton. "Conflicts: Productive and Destructive,”" Journal of
Social Issues. 25:7-41, January 1969.

Deutsch, Morton. "The Effects of Cooperation and Competition Upon Group
Process," in Cartwright and Zander, eds., Group Dynamics: Research
and Theory. Second edition, Row, Peterson and Co., Evanston, Ill.,
1962, pp. 414-448,

Deutsch, Morton. "The Effect of Motivational Orientation Upon Trust
and Suspicion,” Humar Relations. 13:123-140, May 1960.

Donovan, George F., ed. College and University Interinstitutional
Cooperation. (Proceedings of a Vorkshop at Catholic University
of America, June 1t64,) Catholic University of American Press,
Washington, 1965.

Dorsey, John T. "A Communication Model for Administration," Administra-
tive Science Quarterly. 2:307-324, December 19Z7,.

Dressel, Paul L. and Lewis B, Mayhew. '"Cooperation Among Colleges in
Educational Planning and Research," The Educational Record.
34:121-131, April 1953.

Dror, Y. "Some Patterns of Inter-Organizational Relations," Revue
Internationale Des Sciences Administratives. 350:285-286, 1964.

Dubin, Robert. '"Stability in Human Organizations," in Mason Haire, ed.,

Modern Organizational Theory. John Wiley, New York, 1959, pp. 218-
253,

Dutton, John M. and Richard E. Walton. "Intérdepartmental Conflict and
Cooperation: Two Contrasting Studies,"” Human Organization.
25:207-220, Fall 196G.

The Efficiency of Frezdom. Report of the Committee on Government and
Higher Education. John Hopkins Press, Baltimore, 1959,

Eisenstadt, S. N. "Bureaucracy and Bureaucratization: A Trend Report
and Bibliography," Current Sociology. 7:29-124, 1958.

Eisenstadt, S. N. "Bureaucracy, Bureaucratization, and Debureaucrati-
zation," Administrative Science Quarterly. 4:302-320, December 1959.

Fnarson, Harold L. "Co-operation -~ The States are the Key," The
Educational Record. 39:140-145, April 1958.




287

Ertell, Merton W. Interinstitutional Cooperation in Higher Education:
A Study of Experiences with Reference to New York State., University
of the State of New York, The State Education Department, Albany,
1957.

FErtell, Merton W. '"Toward a Philosophy of Interinstitutional Cooperation,"
The Educational Record. 39:131-139, April 1958.

Etzioni, Amitai. The Active Socicty: A Theory of Societal and Political
Processes. The Free Press, New York, 1968.

Etzioni, Amitai., "On Self-Encapsulating Conflicts,” Journal of Conflict
Resolution. 8:242-255, September 1964,

Evan, William M. "Organizational Lag," Human Organization. 25:51-53,
Spring 1966.

Evan, Williem M. "The Organization-Set: Toward a Theory of Inter-
Organizational Relations," in James D. Thompson, ed., Approaches
to Organizational Design. University of Pittsburgh, 1955, pp. 173~
191.

Evan, William M. and John A. MacDougal. "Interorganizational Conflict:
A Iabor-Management Bargaining Experiment,"” Journal of Conflict
Resolution. 11:398-413, December 1867.

Bxline, Ralph V. "Group Climate as a Factor in’ the ‘Relevance and
Accuracy of Social Perception, Journal of Abnormal and Social
Psychology. 55:382-388, November 1957.

Fiedler, Fred E. A Tneory of Leadership Effectiveness. McGraw-Hill,
New York, 1967.

Fields, Ralph R. Interinstitutional Cooperation Among the Associated
Colleges of the Mid-Hudson Area. A Report to the Council. of
Presidents of Potential Cooperative Activities and Suggestions for

Organizing for Action. Xeroxed, June 1964.

Fitzroy, Herbert W. K. "The Richmond Area University Center: An
Experiment in Cooperation,” The Educational Record. 38:241-249,
July 1957.

Franck, Thomas M, Why Federations Fail. New York University Press,
New York, 1968.

Frank, Andrew G. "Goal Ambiguity and Conflicting Standards: An
Approach to the Study of Organization," Human Organization.
17:8-13, Winter 1958-59.

Frederick, William L. '"Higher Education and the States," in Higher
Education and the Society it Serves. American Council of Education,
1957, Ppo 68‘75.




288

Friedman, Myles I. and M. Elizabeth Jacka. "The Negative Effect of
Group Cohesiveness on Intergroup Negotiation," Journal of Social
Issues. 25:181-194, January 1969,

Friedmen, John. "A Conceptual Model for the Analysis of Planning
Behavior," Administrative Science Quarterly. 12:223-252, September
1967.

Georgopoulos, Basil. "Normative Structure Variables and Organizational
Bchavior: A Comparative Study," Human Relations. 18:155-169,
May 1965,

Getzels, J. W. and E. G, Guba. "Role, Role Conflict, and Effectiveness,"
American Sociological Review. 19:164-175, April 1954.

Glenny, Lyman A, Autonomy of Public Colleges: The Challenge of
Coordination, McGraw-Hill, New York, 1959.

Glenny, Iyman A. The Nebraska Study of Higher EIducation. Lincoln,
n.d. (approx. 1959).

Glenny, Iyman A, "Politics and Current Patterns in Coordinating Higher
Education," in W. J. Minter, ed., Campus_and Capitol: Higher
Education and the State. WICHE, Boulder, 1966,

Glenny, Lyman A, "State-Wide Coordination of Higher Education: Plans
Surveys and Progress to Date,"” Current TIssues in Higher Education.
Association for Higher Education, 1962, pp. 242-244.

Goldman, Ralph M, "A Theory of Conflict Processes and Organizational
Offices,” The Journal of Conflict Resolution. 10:328-343, September
1966 .

Golembiewski, Robert T. Behavior and Organization: OfM and the Small
Group. Rand McNally and Co., Chicago, 1962.

Golembiewski, Robert T. "Towerd the New Organizational Theories: Some
Notes on 'Staff'," Midwest Journal of Political Science. 5:237-
259, August 1961.

Goode, William J. "A Theory of Role Strain,” American Sociological
Review. 25:483-496, August 1960. '

Goodenough, Ward Hunt. Cooperation in Change: An Anthropological
Aonroach to Commwmity Develooment. dJohn Wiley, New York, Science
Editions, 1963.

Gould, Samuel B. Possibilities for Higher Education in the Mid-Hudson

Region. Address Delivered at Dimner Meeting, Pattern for Progress,

Newburgh, New York, September 11, 12G8.




289

Could, Samuel B. "The University and State Government: Fears and
Realities,” in W. J. Minter, ed., Campus and Capitol: Higher
Education and the State. WICHE, Boulder, 1966, pp. 3-15.

Gouldner, Alvin W. 'Cosmopolitans and Locals:t Toward an Analysis of
Latent Social Roles - I & II," Administrative Science Quarterly.
2:281-306, December 1957; 2:444-480, March 1958,

Green, Ralph T. "The Need for Coordination and Control in Financing
State Institutions,"” Procecdings of the 55th Annual Conference on
Texation. National Tax Associatioh, Harrisburg, Pa., 1965, pp. 476~

4—‘82. '

Griffeths, Daniel E. "Administrative Theory and Change in Orgenizations,"
in M. Miles, ed., Innovation in Education. Teachers College Bureau
of Publications, New York, 1964, pp. 425-436.

Gross, Fdvard. "Universities as Organizations: A Research Approach,"
American Sociological Review. 33:518-544, August 1968.

Gross, Neal, Ward S. Mason and Alexander W. McEachern. Explorations in
Role Analysis: Studies of the School Superintendency Role. dJonn
Wiley, New York, 1958,

Gross, Neal. "Organizational ILag in American Universities," Harvard
Educational Review. 33:58-73, Winter 1963.

Grossack, Martin M. '"Some Effects of Cooperation and Competition Upon
Small Growp Behavior," Journal of Abnormal and Social Psychology.
49:341-348, July 1954,

Grusky, Oscar., "Career Mobility and Organizational Commitmen%,"
Administrative Science Quarterly. 10:488-503, March 1966.

Grusky, Oscar. '"Role Conrlict in Organization: A Study of Prison Camp

Officials," Adminis.rative Science Quarterly. 3:452-472, March 1959.

Guetzkow, Harold. "Relations Among Organizations,” in Raymond V. Bowers,

ed., Studies on Behavior in Organizations: A Research Symposium.
University of Georgia Press, Athens, 1966, pp. 1l3-44.

Haas, Ernst B, Beyond the Nation-State: Functionalism and International
Organization. Stanford University Press, Stanford, California, 1964.

Hage, Jerald and Gerald Marwell. "Toward the Development of an Empiri-
cally Based Theory of Role Relationships," Sociometry. 31:200-212,
June 1968,

Hassenger, Robert, ed. The Shape of Catholic Higher Education. The
University of Chicago Press, Chicago, 1967.




- 290
2 .

Haire, Mason., "Biological Models and Empirical Histories of the Growth
of Organizations,” in Mason Haire, ed., Modern Organizational
? Theory. dJohn Wiley, New York, 1959, pp. 272-292. ]

‘ Heimberger, Frederic., "The State Universities,” in Robert 8. Morison,
’ ed., The Contemmorary University: U.S.A., American Academy of Arts
- and Sciences, Beacon Press, Boston, 1966, pp. 51-76.

Hemphill, John K., et. al. Teadership Acts IIT: The Fffects Upon
} Attemts to Tcad of Task Motivation and the XExpectency of
Accomplishment of the Task., The Chio State Research Foundation,
Columbus, 1955,

B Hemphill, John K. '"Why People Attempt to Lead," in Tuigi Petrullo and
Bernard Bass, eds., Leadership and Interpersonal Behavior. Holt,
Rinechart, Winston, New York, 1961, pp. 201-215.

Henderson, Algo D. "The CCC of College Relations," The Educatioral
' Record. 43:48-56, January 1962.

Henderson, Algo D. "The Role of the Governing Board," AGB Reports.
10:1-31, October 1967,

Henderson, Algo D. '“State Planning and Coordination of Public and
: Private Higher Education," The Educational Record. 47:505-509,
} Fall 1866.

Henry, David D. 'Some Critical Issues in American Higher Education -
The Public University," AGB Reports. 9:5-23, June 1967.

Henry, David D, Vhat Priority for Rducation? The American Public Must
Soon Decide. University of Illinois, Urbana, 1261.

Hermann, Charles F. "Some Consequcncés of Crisis VWhich Idmit the
Viability of Organizations,” Adma.n:.stratlve Science Quarterly.
E 81:61-82, June 1963.

Hermann, Margaret G. and MNathan Kogan. '"Negotiation in Leader and
; Delegate Groups," Journal of Conflict Resolut:.on. 12:332~544,
! September 1968.

1 Higher Education Tomorrou -~ Challenges and Opportunities for the
3 University of lMinnesota. Report of the Proceedings of a Faculty
Conference. University of Minnesota, mimeo, 1962,

Holy, T. C. "The Co-ordinating Council for Higher Education in
California: A Review of its First Two Years," Journal of Higher
Education. 35:313-321, June 1964.

[

)
i
!

Homans, George C. Social. Behavior: Its Flementary Torms. Iarcourt,
Brace, and World, New York, 1961.




291

Howard, Lawrence C., ed. JInterinstitutionnl Cooperation in Hipher
ducation. Proceedings of the Conference on Inlzrinstitutional
Cooperation in Higher Education, March 1267. Institute of Human
Relations, University of Wisconsin, Milwaukee, 1967.

Huston, Clifford G. and Robert J. Forbes., "Western Personnel Institute:
A Regional. Development in Education,” The Educational Record.
34:77-80, January 1953,

Ik1é, Fred Cherles. How Nations Negotiate. Frederick A. Pracger, New
York, 1967.

Jacobson, Eugene, W. W, Charters, and Seymour Iieberman, "The Use of
the Role Concept in the Study of Complex Organizations,"” The
Journal of Social Issuves, 7:18-27, No. 7, 1951,

Janis, Irving L. "Decisional Conflicts: A Theoretical Analysis,"
The Journal. of Conflict Resolution., 3:6-27, March 1959.

Janowitz, Morris end William Delany. "The Bureaucrat and the Public:
A Study of Informational Perspectives," Administrative Science
Quarterly. 2:141-162, September 1957.

Johnson, Eldon L. "Consortia in Higher Education," The Educational
Record. 48:341-347, Fall 1967.

Johnson, Eldon L. "Cooperation in Higher Education," Iiberal Education.
48:475~478, December 1962.

Jorgeman, Albert N, "What Should be the Relation Between the State
Government and the Publically Supported Institutions of Higher
Education?" Current Issues in Higher Education, 1960. Association
for Higher Education, Washington, pp. 222-224.

Kahn, Robert L. et. 2l. Organizational Stress: Studies in Role Conflict
and Ambiguity. John Wiley, New York, 1964.

Kehn, Robert L, and Elise Boulding, eds. Power and Conflict in
Organizations. Basic Books, New York, 1964.

Kallen, Horace M. "Innovation," in Amitai and Eva Etzioni, eds.
Social Change. Basic Books, New York, 1964.

Kammerer, Gladys M. "Role Diversity of City Managers," Administrative
Science Quarterly. 8:421-442, March 1964.

Kansas City Regional Council for Higher Education., Coordinator, IIT, 8,
Summer 1967.

Kansas City Regional Council for Higher Education., DPurposes - Programs,

Smp—

LY IR U I P

L"‘-‘v,



* e

!' 292,

Kansas City Regional Council for Higher Education. Second Annual Report
of the Executive Dircctor, September 1, 1963 - Aumust 31, 1964.

Katz, Daniel. 'Consistent Reactive Participation of Group Members and
Rcduction of Inter-Group Conflicts," Journal of Conflict Resolution,
5:28-40, March 1959.

\ Katz, Fred E. "The School as a Complex Social Organization: A
; “onsideration of Patterns of Autonomy,"” Harvard Educational. Review.
34:428-455, Suimer 1964.

Kerr, Clark and A. Siegel. '"The InLer-Industry Propensity to Strike -
An International Comparison,” in A. Kornhauser, et. al. eds.,
Industrial Conflict. MeGraw-Hill, New York, 1954, pp. 189-212.

3 Kogan, Nathan and Michael A. Wallach. "Group Risk Teking as a Function
- of Members' Anxiety and Defensiveness," Journal of Perscnality.
35:50-63, March 1967.

.
-}- Kuhlman, A, F. The Development of University Centers in the South.
The Peabody and Vanderbilt University Presses; Nashville, 1942,

! Kuhn, Thomas S. The Structure of Scientific Revolutions. The University
of Chicago Press, Chicago. 1962.

} Tandsberger, Henry., "The Horizontal Dimension in Bureaucracy,”
= Administrative Science Quarterly. 6:299-332, December 1961.

1 Laulicht, Jerome. "The Pattern Variable Theory and Sociogram Analysis,"
Tl Social Forces. 33:250-254, March 1955,

Lawrence, Paul R. and Jay W. Iorsch. "Differcntiation and Integration
in Complex Organizations," Administrative Science Quarterly.
12:147, June 1967.

g

[ Rppe—
'

Iawvrence, Paul R. and Jay V. Iorsch. Organization and Environment:
Managing Differentiation and Integration. Division of Rescarch,
Craduate School of Buiciness Administration, Harvard University,

i Boston, 1967.

o .

Lazarsfeld, Paul F. and Wagner Thielens, Jr. The Academic Mind:
| Social Scientists in a Time of Crisis. Free Press, Glencoe, 1958.

Leach, Richard H. and Redding S. Sugg, v». Te Administration of
- Interstate Compacts. Louisiana State Univers.l, ™we<s, Baton
! Rouge, 1959.

. The Iegislature and Hlnher Bducation in New York State: A Report by
( the Iepislatuve's C ocusultant sn ldesher Education. Academy for
- Educational Dovelopment, New York, Liui.




293

Levine, Sol and Paul E. White. "Exchange as a Conceptual Framework for
the Study of Inter-orgeonizational Relationships," Administrative
Scicnece Quarterly. 5:585-601, March 1961,

Iewin, Kurt. “Group Dynamics and Social Change," in Amitai and Eva
Btzionl, eds., Social Chaenge. Basic Books, New York, 1964.

Likert, Rensis. New Patterns of Management. MeGraw~-Hill, New York, 1961.

Lindbiom, Charles E. The Intelligence of Derocracy: Decision Making
Through Mutual Adjustment. The Free Press, New York, 1965,

Litchfield, Edward H. "Organization in Iarge Amcrican Universities:
The Faculties,"” Journal of Hipgher Education. 30:353-364, October
1959.

Litwak, Eugene and Iydia F. Hylton. "Inter-Orgenizational Analysis:
A Hypothesis on Coordinating Agencics," Administrative Science
Quarterly. 6:3596-420, March 1962.

McCain, Taul M. "Iibrary Coop in Arkansas," Liberal Education. 48:21-
25, March 1962.

McCall, Gecyge J. and J. L, Simmons. Identities and JIntcractions. The
free Press, New York, 1966.

McConnell, T. R. A Gencral Pattern for American Higher Education.
McGraw-Hill, New York, 1962,

McConnell, T. R. "Government and the University - A Comparative
Analysis," in M. G. Ross, ed., Governments and the University.
St. Martin's Press, New York, in association with York University,
1966, pp. 69-52.

McConnell, T. R. "The University and the State: A Couparative Study,"
in W, J. Minter, ed., Campus and Capitol: Higher Education and the
State. WICHE, Boulder, 19€¢6, pp. 89-118.

McGrath, Joseph E. "A Social Psychological Approach to the Study of
Negotiation," in Raymond V. Bowers, ed., Studies on Behavior in
Organizations: A Research Symposium. University of Georgia
Press, Athens, 1966, pp. 101-154.

McKersie, Robert B. et. al. "Tnterorganizational Bargaining in Labor
Negotiations," .Jowrual of Conflict Resolution, 9:463-481, December
1¢65.

March, James and Herbert Simon. Organizations. John Wiley, New York,
1958.

"

-
»




294

Martorana, S. V., J. C. Messersmith, and L. O. Nelson. Cooperative
Projects Among Collepes ond Universities. U.S. Department of
Health, Education, and Velfare, OES0020, Government Printing Office,
1961.

Martorana, S. V. and Ernest V. Hollis. State Boards Responsible for
Higher Education. U.S. Department of Health, Education and Velfare,
OL 55005, Cire519, GPO, 1960.

Martorana, S. V. '"State-Wide Coordination of Higher Education: Plans,
Surveys, and Progress to Date," Current Issues in Higher Education.
Association for Higher Education, 1962, pp. 245-248.

Mauss, Mai'cel. The Gift: TForms and Functions of Exchange in Archaic
Societies., W. V. Norton and Co., New York, 1967.

Mead, George H. Mind, Self and Society. The University of Chicago
Press, Chicago, 1954.

Mechanic, David. "Sources of Power of ILower Participants in Complex
Organizations," Administrative Science Guarterly. 8:349-364,
Deceamber 1962,

Mellinger, Glen D. "Interpersonal Trust as a Factor in Commwmnication,"
Journal of Abnormal and Social. Psychology. 52:304-309, May 1956.

Merton, Robert K. "Role of the Intellectual in a Public Bureaucracy,"
Social Forces. 23:405-415, May 1945.

Merton, Robert K. Social Theory and Social Structure. Second Edition.
Free Press, Glencoe, 1957.

Messersmith, James C. "Ideas and Patterns for Future Programs of
Interinstitutional Cooperation,” Current Issues in Higher Education,
1962. Association for Higher Education, pp. 100-103.

Meyer, Samuel L., "The University of the Pacific and its 'Cluster
Colleges'," in Hugh Stickler, ed., Experimental Colleges: Their
Role in American Higher Education. Florida State University,
Tallahassee, 1964, pp. 75-89.

Miller, Delbert C. and Fremont A. Shull, Jr. '"The Prediction of
Administrative Role Conflict Resolutions," Administrative Science
Quarterly. 7:143-160, Septcmber 1962,

Miller, E. J. and A. K. Rice. Systems of Organization: The Control of
Tagk and Sentient Boundaries. Tavistock Publications, London, 1967.

Miller, James L., Jr. "New Directions in the Coordination of Higher
Education,” AGB Reports. 9:15-12, Noveuber 1266,



295

Miller, Paul A. "Clearing the Way for Innovation," The Educational
Record. 48:158-1435, Spring 1967.

Millett, John D, "State Planning for Higher Education," The Educational
Record. 46:223~2350, Summer 1965.

Miliett, John D, "State Planning for Higher Education,” North Central
Association Quarterly. 40:299-301, Winter 1966.

Mishler, Elliot G. "Personality Characteristics and the Resolution of
Role Conflicts," Public Opinion Quarterly. 17:115-135, Spring 1953.

Mitchell, ¥iliiam C. "Occupational Role Strains: The American Elective
Public Official," Administrative Science Quarterly. 3:210-224,
Septemnber 31958,

Mohr, Lawrence B, "Determinants of Innovation in Organizations," The
American Political Science Revicw. 63:111-126, March 1969.

Moore, Raymond S, Consortiums in Higher Education 1965-66: Report of
an Exploratory Study. U.S. Office of Education, Government Printing
Office, Washington, 1968.

Moore, Raymond S. A Guide to Higher Education Consortiums: 1965-66.
OE-5005). Govermment Printing Office, %Washington, 1967.

Moore, Raymond S, "Interinstitutional Cooperation,” in Current Issues
in Higher Fducation, 1967. American Association for Higher Educa-
tion, Washington, 1967, pp. 272-276.

Moos, Malcolm and Francis E. Rourke. Tﬁe Campus and the State. Johns
Hopkins Press, Baltimore, 1959.

Mott, Basil J. F. Anatomy of a Coordinating Council: Implications
for Planning. University of Pittsburgh Press, Piitsburgh, 1968.

Mouton, Jane and Robtert R. Blake. "The Influence of Competitively
Vested Interests on Judgments," Journal of Conflict Resolution.
6:149-153, June 1962. -

New York State and Private Higher Education: Report o.’ the Select
Committee on the Future of Private and Independen* Higher Education
in New York State. Bureau of Publications, The New York State
Education Department, Albany, New York, 1968.

North, Robert C., Harold E, Koch, Jr., and Dina A. Zinres. "The
Integrative Functions of Conflict," The Journal of Conflict
Resolution. 4:555-374, September 1260.

Paloli, Zrnest G. "Organization Types and Role Strains: An Experimental
Study of Conplex Organizations,"” Sociology and Social Research.
51:171-184, Januvary 1967,

U

'L“"s- L—-—-\ Ll-—-"

o



PR

T

!

296,

Paltridge, Jemes G, California's Coordinating Council. for Higher
Education. Center for Research and Development in Higher
IXlucation, Berkeley, California, 1966.

Paltridge, James G. Conflict and Coordination in Higher Jilucation.
Center for Research and Development in Higher Education. 7The
University of California, Berkeley, 1968.

Parsons, Talcott. Essays in Soclological Theory. Free Press, Glencoe,
1954.

Parsons, Talcott. The Social System. Free Press, Glencoe, 1951,

Parsons, Talcott. Sociological Theory and Modern Socicty. Free Press,
New York, 1967.

Parsons, Talcott. "Suggestions for a Sociological Approach to the
Theory of Organizations - I," Administrative Science Quarterly.
1:65-85, June 1956,

Patterson, Franklin and Charles R. Longsworth. The Making of a College:
Plans for a New Departure in Higher Education. The MIT Press,
Cambridge, 12966.

Pennock, J. Roland. "Political Representation: An Overview," in J.

Roland Pennock and John W. Chapman, eds., Bepresentation. Yearbook
of the American Society for Politicai and Legal Philosophy.
Atherton Press, New York, 1968, pp. 3-27.

Perrow, Charles. "The Analysis of Goals in Complex Organizations,"
American Sociological Review. 26:854-866, December 1961,

Piedmont University Center of North Carolina. Report of Executive
Director. Mimeo, 1934.

Piedmont University Center of North Carolina. Tentative Form and Con-
tent of By-Iaws. Mimeo, ca., 1962-63.

Pondy, Louis R. "Organizational Conflict: Concepts and Models,"
Administrative Science Quarterly. 12:296-320, September 1967.

Porter, Iyman W, Organinational Patterns of Managerial Job Attitudes.
American Foundation for lManagement Research, 1964,

Presthus, Robert. The Organizational Society: An Analysis and a Theory.
Vintage, New York, 1962.

Presthus, Robert. "Toward a Theory of Organizational Behavior,"
Administrative Science Quarterly. 3:48-72, June 1958.




297

Price, James L. "The Inpact of Governing Boards on Orgaenizational
Effectiveness and Morale," Administrative Science Quarterly.
8:361-578, December 1963,

Randolph, Iillian. "A Suggested Model of International Negotiation,"
Journal of Conflict Resolution. 10:344-353, September 1966.

Rapoport, Anatol, Fights, Games, and Debates. The University of
Michigan Press, Ann Arbor, 1960.

Raven, Bertram and Jan Rictsema. "The Effects of Varied Clarity of
Group Goal and Group Path Upon the Individual and His Relation to
His Group," Human Relations., 10:29-45, 1957,

Read, William H. "Upward Communication in Industrial Hierarchies,"
Human Relations. 15:3-15, February 1962.

"Regional Cooperation in Higher Education," (a panel discussion) State
Government. 32:250-254, Auvtumn 1959.

Reissman, Leonard. "A Study of Role Conceptions in Bureaucracy,"
Social Forces. 27:3505-3.0, March 1949.

Report of the Conference with Developing and Cooperating Institutions
of Higher Education. U.S. Department of Health, Education, and
Welfare, Office of Educalion, Government Printing Office, Washington,
1968.

"Research Notes and Comments, Decision Making," Administrative Science
Quarterly. 4:]110, July 1959.

Ridgeway, Valentine F. '"Administration of Manufacturer - Dealer Systems,"
Administrative Science Quarterly. 1:464-483, Marchr 1957.

Riesman, David., Constraint and Variety in American Fducation. Doubleday
Anchor, New York, 1958.

Robinson, James A. "Decision-Making in the HYouse Rules Committee,"
Administrative Science Quarterly. 3:73-86, June 1l338.

Rubington, Earl. "Organizational Strains and Key Roles," Administrative
Science Quarterly. 9:350-369, March 1865.

Salerno, Sister M. Dolores. Patterns of Interinstitutional Co-operation
in American Catholic Higher Education. Ph.D. Lissertation, The
Catholic University of America, Washington, 1966,

Salwak, Stanley F. "Growth and Development of an Idea," The North
Central Association Quarterly. 40:302-304, Winter 1966,

Salwak, Stanley F. "The Need for Cooperation and the CIC Response,"
The Educational Record. 45:3508-316, Summer 1964.




Pon YEEE @ WEE VR S ey e

# woomae

|

298

Scheff, Thomas J. "A Theory of Social Coordination Applicable to
Mixed-Motive Games," Soclometry. 30:215-234, September 1967.

Schelling, Thomas C. '"Bargaining, Communication, and Limited War,"
The Journal of Conflict Resolution. 1:19-36, March 1957.

Schelling, Thomas C. The Strategy of Conflict. Harvard University
Press, Cambridge, 1l960.

Scott, Ellis L. ILeadership and Perceptions of Organization. Research
Monograph 82. Bureau of Business Rescarch, The Ohio State
University, Columbus, 1956.

Scott, W. Richard, et., al. "Organizational Evaluation and Authority,"
Administrative Science Quarterly. 12:93~117, June 1967.

Seldon, William K, "The Governance of the American University,” Teachers
College Record. 68:277-288, January 1967.

Selznick, Phillip. T.V.A. and the Grass Roots: A Study in the Sociology
of Formal Organization. Harpers Torchbook, New York, 1966 edition

(Orig. 1949).

Sherif, Musafer. Group Conflict and Cooperation: Their Social Psycho-
logy. Routledge and Kegan Paul Ltd., Iondon, 1966.

Simon, Herbert., "The E‘ecutive as Decision-Maker," from The New Scicnce
of lManagement Dacisions, Harper and Row, New York, 1960,

Simon, Herbert. "On the Concept of Organizational Foal," Administrative
Science Quarterly. 9:1-22, June 1964.

Simon, Sheldon W. "The A:ian States and the ILO: New Problems in
International Consensus,' The Journal of Conflict Resolution.
10:21-40, March 1E66.

Smylie, Robert. 'Tegislerive Workshops ~ A Method of Improving Communi-
cation with Higher I'dncation,” State Government. 59:266-271,
Autunn 1959,

[

Snoek, J. Dicdrick. "Ro.2 Strain in Diversified Role Sets," Amevican
Journal of Sociology. 71:363-372, January 1966.

Southern Regional Education Board. State Legislation Affecting Higher
Education in the South, 1967, lst Report, lMarch 1967,

Stendler, Celia, Dora Damriri, and A, C. Haines., "Studies in Cooperation
and Competition: 1. The effects of Working for Group and Individual
Rewards on the Social Climate of Children's Groups,' The Journal of
‘Genetic Psychology. 79:173-197, December 1951,




299

Stewart, W. Blair, "Establishing and Maintaining Cooperative Programs
Between Institutions of Higher Education," Current Issues in Higher
Fducation, 196l. Assoclation for Higher Education, Washington,
pp. 189-192.

Stewart, W. Blair. "Inter-Institutional Cooperation,” The North Central
Association Quarterly. 40:295-508, Winher 1966.

Stogdill, Ralph M. "Intra-group ~ Inter-group Theory and Research," in
M. Sherif, ed., Intergroup Relations and Leadership: Approaches and
Research in Industrial, Ethnic, Cultural, and Political Areas. John
Wiley, New York, 1962, pp. 48-65.

Strauss, George. "Work-Flow Frictions, Iuterfunctional Rivalry, and
Professionalism: A Case Study of Purchasing Agents," Human
Organization. 23:137-149, Summer 1264.

Sugg, Redding S., Jr. and George H. Jones. The Southern Regional
Education Board: Ten Years of Regional Cooperation in Higher
Education. Louisiana State Universily Press, Baton Rouge, 1960.

Thibaut, John W. and Harold H. Kelley. 'The Social Psychology of Groups.
John Wiley, New York, 1959.

Thoripson, James D.and William J. McEwen. '"Organizational Goals and
Environment: Coal-Setting as an Interac“ion Process," American
Sociological Review. 23%:23-31, February 1l958.

Thompson, James D. "Organizational Management of Conflict,’" Administrative

Science Querterly. 4:389-409, March 1960.

Tnompson, James D, Organizations in Action: Social Science Bases of
Administrative Theory. IMcCGrav-Hill, 1967.

Thormpson, Victor A. "Bureaucracy and Innovation," Admiristrative Science
Quarterly. 10:1-20, June 1965.

Ticknor, Fred. Technical Cooperation. Frederick A. Pracger in coopecra-
tion with the United Nations, New York, 1966.

Utah Coordinating Council of Higher Education. Coordination of Utah
Higher Education. Salt Lake City, 1963.

Vroom, Victor H, "The Effects of Attitudes on Perczptions of Organi-
zational Goals," Human Relations. 15:229-240, August 1960.

Walter, Benjamin. "“Internal Control Relations in Administrative
Hierarchies,” Administrative Sejence Quarterly. 11:179-2086,
September 1966,

s e SERN Smes CEN VN WRe WEE WA 2 @O e D dEEs ey B



300

Walton, Richard B. "A Theory of Conflict in Lateral Organizational
Relationships," in J. R. Lawrence, ed., Operational Research and
the Social Sciences. Tevistock Publications, London, 1966, Based
on Proceedings of International Conference on Operational Research
and the Social Sciences at Cembridge, September 1964, pp. 409-426,

alton, Richard E. and Robert B. McKersie. A Behavorial Theory of
Labor Negotiations: An Analysis of a Sorial Interaction System,
MeGraw-Hill, New York, 1965.

Warren, Donald I. "Social Relations of Peers in a Formal Organization
Setting," Administrative Scicnce Quarterly. ITL:440-478, December
1966,

Warren, Roland I.. "The Intcrorganizational Field as a Focus for
Investigation,"”" Administrative Science Quarterly. 12:396-419,
December 1967.

Wayland, Sloan R, "Structura. Features of American Education as Basic
Factors in Imnovation,” in M. Miles, ed., Innovation in Education,
Teachers College Bureau of Publicacions, 1964, pp. 587-613.

Weinstein, Bugene A. and Paul Deutchberger. "Some Dimensions of Alter-
casting," Sociometry. 26:454-466, December 1963.

Weinstein, Fugene A. and Paul. Deutchberger. 'Tasks, Bargains, and
Identities in Social Interaction,"” Social. Forces. 42:451-456,
May 1964.

Weinstein, Franklin B. "The Concept of Commitment in International
Relations," The Journal. of Conflict Resolution. 13:39-56, March
1969.

Wells, Herman B, "A Case Study of Interinstitutional Cooperation,"
The Educational Record. 48:355-362, Fall 1967,

West, Elmer D. "A Joint Gradwate Consortium: An Adventure in Higher
Education," Journal of Higher Fducation. 36:366-372, October 1965.

West, Elmer D. "Opportunities and Problems for Leadership Through
Iocal and Regional. Consortia,"” Current Issues in Higher Education,
1967. Pp. 277-280.

West Virginia Association of College and University Presidents. Tor
the Future Well-Being....the Unified Project. (Wo other citations)

Western Interstate Council on Higher Education. This is WICHE.
Boulder, 1965.

Whyte, William F. and Lawrcnce K. Williams. Toward an Integrated Theory
of Development: Eccncnie and Non-Economic Veviables in Rural
Development. New York State School of Industrial and Labor Relations,
Cornell University, Ithaca, New York, 1368.




301

Wilson, Iogan, ed., Rmerging Patterns in American Higher Education.
American Council on Education, Washington, 1965.

Wilson, logan. 'Form and Function in American Higher Education,' The
Bducational. Record. 45:299-307, Sumncr 1964,

Witmen, Shepherd L. Inter-institutional Cooperation and International
Education. Education and VWorld Affajrs, Occasional Report No. 8,
New York, 1969.

Wittich, John J. ed. Proceedings of the Conference on College and
University Interinstitutional Cooperation. Princeton, New Jersey,
April 1962, College Center of the Finger Lakes, Corning, New York,
1962.

Woodward, Joan. Industrial Organization: Theory and Practice. Oxford
University Press, London, 1l96S.

Zaleznik, Abraham and David Moment. The Dynamies of Interpersonal
Relations. John Viley, Wew York, 1964.

Zajonc, Pobert B, and Donald M. Wolfe. "Cognitive Consequences of a
Person's Position in a Formal Organization," Human Relations.
19:159-150, May 1966.

Zinmermamm, Frederick L, and Mitchell Wendell. The Interstate Compact
Since 1925. The Council of State Governments. Chicago, 1951.




